
DOCUMENT RESUME

ED 088 432 IR 000 260

\ AUTHOR Baaske, Jan; And Others
TITLE A Management Review and Analysis of Purdue University

Libraries and Audio-Visual Center.
INSTITUTION Purdue Univ., Lafayette, Ind. Audio-9,stIlCenter
PUB DATE 73
NOTE 206p.

EDRSPRICE MF-40.75 BC-$10.20 .

DESCRIPTORS . *AdminiStrative Organization; Audiovisual Centers;
*Evaluation; Institutional Administration; * Library
Planning; *Manageient; Objectives; Operations
Reearch; Staff. Role; * University Libraries

IDENTIFIERS *Library Administration;,Purdue University

`ABSTRACT
A management review and analysis was conducted by the

staff of the libraries and audio-visual center et Purdue University.
Not cnly/were the study team asd the eight task forces drawn from all
levels of the libraries and Audio-visual'center staff, but a
systematic effort xas sustained through inquiries, draft reports and
open meetings to involve all staff in the process of identifying
problems, analyzing situations, And developing and discussing various
recommendations. The study team of seven, appointed by the Director,
reviewed the present and'projected environment at Purdue and
attempted to define the mission within it of the libraries and
audio-visual center, as well'as to review the scope for the use of
performance goals. Task forces were appointed,to study specific
management functions: planning, budgeting, management informaticn,
policy, organization, staff development, personnel, and leadership
and supervision. This document contains the study team's overview and
the reports and recommendations of the eight task forces.
(Author /SL)



pr.
co
coO

A MANAGEMENT REVIEW

AND ANALYSIS

OF

PURDUE UNIVERSITY

LIBRARIES AND AUDIO-VISUAL CENTER

s\ by

Jan BAASKE
Martha BAILEY
Michael K. BUCKLARD, Chairperson
Robert FARRIS
John M. HOUKES
Edwin D. POSEY
Carl STAFFORD

and others

Libraries & Audio-Visual Center
Purdue University
West Lafayette

g1973

U S DEPARTMENT/3F NE.ALTH.
EDUCATION A WELFARE
NATIONAL INSTITUTE OF

EDUCATION
THIS DOCUMENT HAS BEEN REPRO
DUCED EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZAT,ON ORIGIN
AT;NG I/NTSOX VIEW OR OPINIONS
STATED DO NO1 NECESSARILY REPRE
SENT OFFICIAL NATIONAL NSTi TOTE OF
EDUCATION POSITION OP POLICY



SUMMA OF KEY RECOMMENDATIONS

Of the numerous recommendations scattered throughout this report and enumer-
ated in 'the final chapter, the Study Team identifies the following key recommenda-
tions as being of special importance. The numbers in parentheses refer to the
list of recommendations in Chapter XII. The SiiidY Team recommends that:

(1) The management style of the Libraries/AVC should
=become more formal in that plans, policies, responsibilities and performance
goals are demo-will, documented and reviewed -on a regular basis;
-become better informed in that greater emphasis is placed on communication
sad management informatiOn, especially data on the needs and behavior of
users and potential users.
=become more participative in sharing, where possible, involvement in planning;
and decision-making.

(2) The following statement of Mission and Implementation should be adopted as
a basis_ for the development of the Libraries/AVC.

MISSION

The mission of Purdue University Libraries/AVC is to meet the informational
requirements of the total University community.

IIMPLEMENTATION

i. To assess the informational reqUirements of the University community
!on

a

continuing basis by formal -and informal interaction with all other elements
of the University community.

ii. To select from available information that portion most applicable to the
requirements of the University community.

iii. To acquire, organize and arrange these informational resources in a manner and
in a physical setting most conducive to their use.

iv. To interpret and publicize these resources through informational and educative
services in order to increase the benefits of the Libraries/AVC to all members
of the University community.

v. To make available, interpret 'and publicize an additional range of informational
resources and services by active collaboration with other institutions through
interlibrary loan, information networks, and other cooperative arrangements.

vi. To study the operations and services provided by the Libraries/AVC to assure
effective use of available resources,

vii. To present and interpret to the funders the fiscal and other needs of the .

Libraries/AVC.

viii. To. provide an environment in which to develop and maintain a capable staff.
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ix. To anticipate and plan for future developments in infOrmational needs and
services which are likely to affect the University community.

Note:- In addition the Study Team.considered the possibility of the Libraries/AVC
becoming more involved in the whole spectrum of producing and'using
recorded information. There was not agreement on this points but a
minority opinion is that the Libra4les/AVC should Le more involved in
identifying inadequacies in-the sources of information and be more
active in producing, testing and reviewing recorded information;:

(3). The Libraries/AVC should structure its organization along more functional.
lines. A study should be made to determine priorities and locations where
regrouping of.related and/or similar functions can be achieved, including
the Audio-Visual Center.

(13)- A new classification of employment, between clerical/service and professional .

in terms of salary, benefits and responsibilities should be astablished.' This
new classification would consist of several strata of "pare-professionals" who
perform highly skilled, technical and/or semi-professionkl functions and should
include the Okk And TAA classifications.

(4) A Planning Office should be formally established under the supervision,of the
Associate Director bringing together the functions of planning, budgeting,
management information, personnel, systems and research.

(6) A thorough review should be made of the Readers Dtvision organization with a
view to further consolidation leading to eight school librarians reporting to
the Assistant Director, who in addition would ben given adequate administrative
assistance;

(8) The statist all levels should be ,,involved in- committee work.

(27)= Committee for Staff Concerns.
(a) There is a need for taff concerns committee to examine matters of

supervision, personnel policies, staff development, ani working con-
ditions.

(b) The Study Team would see the committee a8 reporting to the Director and
also acting in an advisory capacity -in personnel matters.

(c) This committee should be broadly based.
(d) It is suggested that we start with an elected interim committee with

two functions:
1. Devise a suitable permanent committee(s) based in part upon'the

fikings of then study.
2. Randle such urgerit assignments as arereferred to it.

(53) There should be a program for preparing,
publicizing and reviewing policies. The
annual basis to ensure that they reflect
Libraries/AVC should be providing.

(105)

discussing, recosding diStributing,
policies. should be examined on an
the range and type of services the

The Study Team identifies the quality of supervision as a matter of major
importance. We recommen&that the design and` implementation of suitable
programs for the various groups of staff be given a high priority. and fur-
ther that these prograMs be tailored' to specific Libraries/AVC needs. After
the initial pilot stages are completed, successful completion of the'appro-
priate course should be expected of all staff, both professional and clerical,
who have any supervisory duties whatsoever..

1
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(17) Tn order to ensure coordination of academic programs with library needs,
communication between ,the Librarien/AVC and:all academic departments shouldA .

. be improVed.

(37)-'The Study eaM believes that moving toward the broad use a performance goals
will make a significant contribution to more 'effective Libraries/AVC operations.
The Study Team is conscious that there may be significant problems in the .

Implementation of,performance goals in the Libraries/AVICeenvtonment. 'Never-
theless, the studyteam:recommends that the use of pnformance goils be tried
in one or more parts of the Librariea/AVC system on an experimental baSis.'

(36) Infordation concerning the cost-effectiveness of various: aternatives in
staffing, Asterials, purchasing, aervices,.etc., hhould be made readily
available. Major study is indicated here.

(58) A major finding of the study is that there "are serious communication problems.
The-Study Team recommends that greater emphasis be placed on communications in
dealing with all.aspects of management and service. Greater attention should
be paid to the need for multiple channels of communication and to the need to
check occasionally on the effectiveness of these channels, especially with
regard to unconventional services. --,

(71) The salaries of clerical andservice staff should be raised and maintained
in order that the Braoket.Index be in line with the Business Procedures' Manual.

)

(77) Continuing attention be giVen to discrimination which is a contentious and
important topic. Statistical data,is difficult to handle and can be mis-
leading: It is clear that at the present time there are a number of unbalaices':

(b)Minority groups are under- represented throughout;
Senior posts, higher professorial ranks and service classifications
have proportionately more men than women;

(c) Clericallnd typing classifications have proportiOnately more women
than men:\

The Study Team recommends that the Libraries/AVC give high pribrity to
achieving a more balanced distribution in the future.

(91) Greater. attention should be given to staff development, both by encouraging
self-improvement and by providing assistance as appropriate. Not only does
the Libraries/AVC employ over 200 staff, but these staff account for most
of the Libfaries/AVC budget and the quality of our services depends, very
directly on the skills and efffectiveness of our staff. A staff development
function should be defined and responsibility assigned, with a,specific
charge to:
(a) expand the development of the individual staff member through increased

awareness and utilization of available programs and benefits,.and
(b) preparing and administering new programs in on-the-job training.

(110) The need of the Libraries/AVC for Research and Development should continue
to be recognized and supported by the Libraries/AV administration.

(73) Professional salaries should be examined and compared with other University

salaries. Improvements should be made where tolled for.
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ENVOI

(11k) The Study Team draws attention to the fact that most ofthe recommendations

above are concerned with the manner in which the Libraries/AVC is managed'

and-requests that, in cases where immediate implementation does not seen

feasible, the factors Whidh lead to the recommendation will be borne in

mind in the development of the Libraries/AVC.

N

0
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It is important to stress that the internal management review and analysis
which has resulted in this report has been a study with a difference. The.staff-
ing of the study and the manner in which it has been conducted have been udhsual.
This is relevant both to the understanding of the report and also to the appre-
ciation of the recommendations.

To a degree which is probably' unprecedented this'managemefit review and
analysis is a study by the staff of the Libraries and Audio Visual Center. Not
only were the Study Team and the eight Task Fordes drawn from all levels of the
Libraries and Audio Visual Center staff, but.a systematic effort has bepn
tained through,enquiries, draft reports and open meetings to involve all staff
in the process of identifying problems, analyzing situations and developing and
discussing various recommendations.

1/4 The ccntents of this report and its recommendations are not likely o
cause much surprise. This fact reflects the Study Team's of i lying
the staff in this attempt to improve the organization in-whichore work and the
Service which it provides.

A special acknowledgpMent is due to Mr. Duane E. 'Webster, Director of the
' Office or University Library Management Studies -of the Headquarters of the

Association for Research Libraries. 'Mr. Webster was not only responsible for
the design and development of tfie Management Review and Analy.pieProgram upon --

which this study was based, but provided encouragement throughout.; Ate support .

of Kr. Webster's work by. the Association for Research Lfbraries and by,the
Council on Library Resources also gratefully appreciated by the Study Team.

J. Baaske
M. Bailey
IC K. Buckland Chairperson
R.Farris (

J. Houkes
E. Posey*
C. Stafford
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CHAPTER I

;NTRODUCTION

A. Trends in higher education.
B. The organizational framework.

I. 'Purdue University
ii. Libraries and Audio-Visual Center

C. The strategy for this study.

31,
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This chapter reviews the eddcatIonal and' organizational environ-
ment of the Libraries and-Audio-Visual Center and the trends which the
study teem regards AO likely to affect this environment. Finally the
strategy adopted by the study team for this internal management self-
study in this environment is described.

0,
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A. TRENDS IN non ECUCAVDN

The university envirohment of the 1970's is char- acterized by chanfe: Tnere

are changesin the courses that being taught, in the manner in WhicbEt'hey are
taught, and the faculty that is teaching them. The university adMiniatration, due
to budget and other consideratien0, is revising its organization an-cl procedures.organization

In the paragraphs below W2 will 6utline some of the significant trends whic
have been suggested by staff members and by supplementary reading.

'

UNIVETISITY'Ap SCCIETY

University philosopilie.1 andoobjectives are being revised to relate the
university more closely, ard more' effectively to society as a whole.' Since-there
is a graato deal of cOnfll&t7Th opinion on where the emphasis should be, the uni-
versity is asking for and receiving inputTidm students, faculty, Parents, alumni,
and other citizcns.-

The feeling'is that Foot secondary education should be available to anyone. who
wants it, including the educL.z.ionally discdvantaged, the aged, the physically handi-

, c-.--Ted, shut-ins, peOple in pri on; &mil institutions,- the people inkthe armed
serviced, One proposal of the State Commission for Higher Education

arliTtliat'fur(ue University es ablish a tenth college, such as statical of
General Studies, as a !community college! for all the people initsregion.
This college Mightefer.programs in cooperation vith Ivy Tech.

1

The changes in technology Pe requiring people to "retool" themselves eVery'
feW years. This training may not be formal degree programs or ciasswork,.out may
involve corresrondence Cr,',71,. workshops, minicourses on campus, TV courses,
continuing education, etc:.

Another typC of studont is the person who wishes to chaiwe careers. Either

economic considerations or job dissatisfaction may, prompt this.

Wonc.n r vj deci.,'c to cr .mete Collee education or vocational education aft

children are in School. The ccv-,2s 4flor students seeking. new careers may be giiren

in the "hprn niversPe frmework, given at regional campuses, or_given on the
'central campus.. If odultr take courses -on campus,there may be more evening courses
and classes all day on Saturday, which may result in greater utilization of existing

* facilities.

One question is whether the university shoUld educate the generalist or the

specialist. For example, should a person be trained as-an aircraft engineer or as
an engineer to work on the right of an L-1011 turbine engine?

4: :

Traditionally one'measure of ah effective degree program has been whether or
not the graduates could find gc.A. jobs. This requirement has become blurred in the
job market during the cast two years. However, there is public concern and 3k.sid-

erable debate about whether the universiti-_s should continue to grant degrees in
.certain'overcrowded fields, such as law, education, and

library science. A recent issue of BUSINESS WEEK, September 23, 1972 (2), compares
the job market in the 1970's an4 the 1980's. The article also mentions that many
gradvates already are cmployud in jobs which are below their abilities. This is

/
cadsing.severe emotional reactions to oducation'and.to work.
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METH6DS FOR INSTRUCTION'
id

There is a trend toward dahwaanizat4ion of ',say in a machine-oriented age. '

How will this conflict with the view of THE FOURTH mounnwil3)ttuit machine
/assisted instructl.on is,the

11/4trend,

of the future? People are 4uestioning the need
-,

for computer data-banks far tax and credit information. They consider these as
invasions of privacy. How will these ideas affect the acceptance of programmed
instruction on amass scej.e? Some people have an emotionalereactian tu education.
They want a. human teacher whom they can see and ask questions of. They may not want
to talk to a comptter.

. i

J A

t ' )

Th universities are gearing the courses to the studen& This includes allow-
ing t student to work at his own speed by the increased use of the minicourse and
othe methods of individualized ihstruction. The universities may break away from
'the traditional quarter osemester system. In the fUture students may start mini-
courses at any time duririg the year and complete them only Ibign they.bave accumulated
enough points to receive credit. This trend may indicate that the tigiversities may
be operating 24 hours a dey, 7 days a week, 52 weeks a year.

ti

Students may take even more courses on a pass -fail basis. .Only 'Hose burricula,
such as Tdicine -or pharmacy, which requirea grade point average for a license or
certificate would require grades. One other idea is that a student would be permitted
to'repeat a'course.until he passed it. Asa practical.conslderatiOn,-however, both
thestudentand the administration might give up after two or three repeats on one

course. The emphasis is learning for 'mastery" of the subject rather than for a
specific grade.

The revisions in the curriculum are toward more intrdrdisciplinary programs.

The overlap of interests in the various departments in,the Schools of Engineering and'
School of Science, for example, is intensified as they create more and more inter-
discIplinary _program's.

One trend in the experimental university programs or "university without yalls"
is to give credit for experience in place of taking a ..course in a formal manner. A

recent article in SATURDAY REVIEW (4) mentions giving eight hours credit in sociology
to person who was born and reared in a ghetto. These and similar programs are
discussed in the above and a companion article. -(5), Perhapb universities will
increase the.scope of. their work study programs.

In view of the rise of leisure time, there may be increased use of education
for recreational purposes. In this area, the university is competing vith the
public schools, with the parks departMent, or with the local museum which%offer
courses in bridge, boat building and basket weaving.

SPECIAL PRCGRAMS

!g,

There is a question, of how curricula should incorporate areas such as the role

of women in society, the black studies programs, and the entire range of religious

and ethnic groups. A continuous problem is that, for exlimple, all Chicanos cannot

agree on what constitu tes a "relevant" university program.,_ nor Can 4114MMen agree

on a relarrawiprograa. Will these special progra a continue to be separate areas,

ow. will they be laeorporated. into the regular curricula.?

`'



THE FACULTY

The new emphasis in teachinls the individualization or personalization of
-inetruction. Thii may require the nee'of'eassettes, tapes tiles, games eta. in
addition to 'books, laboratortnotebeoks, sliderules and microscopes. Through the
use of the audio-tutorial method; for ezaiPle,--the professor may talk to eachrbsimult-
in his class individnailly*.:meane of his voice ,on-the.tape recorder. The Cottinghms
"report (6) suggests procedures for administering these new instructional *Abode.'

.

THE FOURTH REVOLUTION, a theoretical studyllrepared`by the Cernegfe-Cesilisiion
on Higher Education, forecasts that new instiuctionalsmthode and use. of the
machines. will double, triple, etc. inithe next 10 years. The authors suggest the
creation of 7 regional Centers'around the nation.to prepare the.new 14structiOnal
programa.. The professor will,require a staff of media specialiste,, prograa instrucl--
tiou,specialists, TV specialists, etc. This will create manylnew-.auziliary, profession-
al Jobe at the university. The professor himselfivill have-to be trained in-the new
inetrUational methods. THE man REVOLUTION preposes that those persons who teach.
14 the colleges.and universities should have the Doctor of Arts' degree While those
who cOnduct.research have the Doctor of Philosophy degree. 'ThseAlibrary will become
the earninr resource center. 9

, AlanY instructors are discarding the textbook and requiring/encouraging the
studente. to perform independAt study. In at least one college in Illinois, the
students in aacience classuere required to purchase a cassette player instead of
a "textbook. If this trend continues, the publishers and bookstores may no longer
have the guaranteed sales from textbooks andother.required materiafs.

4

Cne of the more significant changes in the university is that there is increased
interest on the part of Lhc university administration and dearls'to improve the
quality of teaching and to equate teaching in status to research: In the past the

faculty members found thht th..1 fastest way to.advance in salary and status was through
performing research and publishing the results of that. research. Faculty and
teaching assistants arebecoming,,aware ue what constitutes "good" teaching and they

are interested in improving their teach:i.r1 skills.

A problem is the legal iTnlication3 of poor5educational practices. In the°

public .schools perents mWhave the right to sue,the School administration if their
children do not learnto read, or write, or comi5Itil'This is mentioned in the
article "'See You in Court' ?' in SATURDAY REVIEW ortictober 14, 1972 (7). Is this a.

trend that could carry over into the public colleges and:'-universities?

. In recent years at n=erods universities budget Anstraints have reauced the
number of faculty positions. The decline in the job market in industry and education
has meant-that more people are staying at the university for postrdoctoral programs
to put a further strain on the number of_j9bs available.

The entire question of:the granting of teaure'is one which must be resolved.
The purpose of tenure is to allow faculty members the academic freed= to speak
without fear of losing- their jobs. However, the university must hold open a,cer.,

tain percentage of jobs to prevent stagnation.

There is u new emphatic; on eliminating biases on sez, race, etc. in hiring and

promotion.

There is an increase in faculty status for librarians, as summarized in a book
which is a joint statement of the American Library Association and the Association
for College and Research Libraries (8). Another area is the conflict of opinion on
whether or not the field of library science is a ssion. These affect the rela-

tionships of librarians to the rest of the universi
4

4'



UNIVERSITY ORGANIZATION AND MANAGEMENT

In order to make_the best possible use of funds and people that are available,
the university is reconsidering the way in which they are organized and managed.
One trend is to revise the strumtMse of the university administration, create
new posts, eliminate others, revise committees, etc. Part of this program is an
increased use of business methods in the operation of the university. This is seen
in such areas as "gb evaluation, cost benefit analysis, accountability of research
programs, etc.

At the same time the universities are attempting to make more efficient
,utilization of their faculties and staffs; In some cases this has resulted in larger
classes, faculty members teaching rather than using teaching assistants, and other
such measures. In some states, such as Michigan, the legislature or state commission
on higher education has established reouirements that each faculty member must
teach or counsel students a specified number of hours per week (9).

A recent trend in the public schools has been the rise of the teachers''unions
to challenge the strength of the National Education Association. This is seen in.
the universities where state laws permit the formation.of faculty and staff unions;
A related question may be if the American Library Association and similar profess-
ional groups represent current library interests.

4

The expectation is that the funds may not increase to meet rising operating
costs. There are smaller budget's allocatA by state legislatures and pressure from
patents and students to litit increases in tuition. Some of the new instructional
programs may require smaller classes, special teaching methods, .more tutoring; more
multi-media material, etc. There may be increased use of computer assisted instruc7
tion which may affect'the computer time that is available. cl--?

NEW FACILITIES

Although funds currently seem tight for new construction, any plans for build-
) ings may...have to consider such features as easy access by the phys4cally handi-
capped; incrn.sed space for oomputers, central or decentralized space for housing
the learning resource center, .677161116 open' kammet &Amy. .

NATIONAL, REGIONAL, STATE COORDINATION

THE FOURTH REVOLUTION rw.ntions the crefLtion of a NatiOnalsInstituto of
Education and o National Foundation for Postsecondary Education to dookdihate the
planning and distribution of teaching.programs that include the new technology.

Although many do not foresee university cooperation on a national scale, it is
apparent 0' the.state level. The State Commission for Higher Education has suggested
the "mission" for each postsecondary-institution in the State of Indiana.

IMPLICATIONS FOR THE LIBRARY

If the university seeks to educate a wide range of students who have a variety
of educational backgrounds, the library may have to revise selection policies con-
cerning the level of the material, select more audio-visual or multi-media material,
or devise new techniques for supplying bibliographic and reference service. The

traditional role of the storehouse or research center may be changed
to the learning, resource center meiThionad in .75IE FOURTH REVOLUTION.
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The Carnegie camaission envisions that the liprarr will work closely with the
faculty in devising the instructional methods that the library will become the
center for planning and preparing the new technology assisted instruction programs.
The libraries will assume an increasing role in curriculum planning.

If students are working on independent projects instead of specific assignments,,
the library may not be able to supply all of the information required for each
individual. There may be an increase in interlibrary loan or in the students'
traveling to the library that has the references that they need. The role of the
library is still open and undefined in the "open university" and "university without
walls" concepts. The special ethnic and'religious programs in the curricula also
may affect selection policies.

In view of the Limitations in budgets, the librazty may have to reorganita the
library faculty and staff to take advantage of the full potential of each person.
At the same time the administration may'have to provide for the development or the
library faculty (research, publications, professional meetings, and sabbaticals)
and the career development of the staff.

The library administration may. utilize to a greater extent microforms or other
forms of materials to conserve space and funds. Business methods may be utilized
to a greater extent for controlling funds, such as long range planning, forecasting
Sr management information systems, etc. The purchasing of microforms or audio-
visual msterial'may require decisions on who should catalog the material, should
it be housed ventrally or close to where it is used, should there be a central
catalog or location device? Regional or state processing centers maybe utilized
rather than handling:processing locally.

New facilities for libraries'may involve decisions such as assigning responsi-
bility for processing and handling the new instructional material and equipment and
also determining future needs for computer service An instruction and in library
operations.

Some areas of the new technology, such as increased use of phillocopying and
the camputerp'are affecting the wars in which libraries are operatld.

Since the research programs are increasingly interdisciplinary in scope, the
library may revise its traditional subject or departmental categories to supply
maximum rapport for research projects being conducted at the university.

1.
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B. THE ORGANIZATIONAL FRAMEMORK

Perduelhavererity

In this section, we will attempt to portray the University as it is now and
as it is likely to become and attempt to identify the trends connecting the present
and future states.

THE UNIVERSITY TODAY

The University is the terminal segment of the formal process of full-time
education in America. It is possible to trace the idea of a university to its
medieval origins in Italy.. The most direct antecedents of the American university,
however, are the English institutions. Interestingly, though, the Germanic influ-
ence was impressed on the American institutions in the nineteenth century, when
the German model of graduate education was adopted on a large scale in the United
States.

The principle American influence on the university has been to steadily
broaden the student base (the European practice has been, and to a large extent
still is, to educate an elite) and, most importantly for this study, to convert the
institution into a vocational education mode. Despite occasional strong contrary
tendenties, such as the "general education" movement whiCh was strongest during the
early pert of the present century, the predominant thrust of American educatiOn
continues to be education for earning a livelihood. Thus the present day system
bears little resemblance to its ancestors, which educated a few scholars in the
intricacies of the humanities and the classics, primarily. The more useful parts
of the heritage are still claimed by present-day practitiohers -- such preroga-
tives as "academic freedom", "tenure", and the "ivory tower concepts, for example.

Purdue seems to be almost a pefect archetype of the institution outlined
above. Its original "mission" was the education of farmers and,engineers to meet
the speCifiC needs of a burgeoning industrial country, and.it has not veered from
that mission since its inception. There is a strong tendency to judge the success
of uarticular prOgrauglliy_theinacees_of its araduatAa_in the Job market, A
recent concern expressed on the State level has been the "brain drainii -- Urge
niters of graduates, whose education has been heavily shbaidized by the Indiana's
taxpayers, seem to prefer employment outside the state. The Placement Service is
an important and well- staffed operation at Purdue, and employers from all over the
nation send recruiters here to hire new talent, The recent report of the Indiana
Commission for Higher Education (referred to hereafter as ICHE) stresses the
occupational and vocational aspects of higher education, and contains several speci-
fic recommendations about assessing local manpower needs, and tailoring the educa-
tional system output to fit these needs.

Purdue may be characteriied as a group of relativeliaUtondmous and primarily
professional schools, together With the educational and supporting services needed to
produce graduates with requisite vocational skills and bopefullyisume.minimal broader
educational qualifications. A dual faculty/administrative orga4izational struc-
ture exists, with a large amount of overlap between faculty administrators '(deans
and department heads) and "pure" administrators, Interaction between the two
hierarchies occurs in the University Senate which includes members of both groups
both in its deliberative body and its committees, and in the budgetary process. A
third potentially influential group are the students; however, at this time there
is little observable student impact upon the decision-making process.

The formal instructional part of the organization is arranged along traditional
lines with a multiplicity of schools and departments based on well-defined dis-
ciplinary patterns. Their efforts are supported by relatively independent (organi-
zationally speaking) groups such as Physical Plant, the Administrative Data
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Processing Center, the Computer Center, the Librat'ies /AVC, etc.

At this point, it may be well to comment on the differing groups with dis-
parate goals who constitute the faculty. The faculty may be divided intortwo
groups -- those associated with the professional schools, and those in the
supporting schools. The faculty. members in the professional schools may again be
diVided into at least,two groups -- the,teaching-oriented teacher, and the research-

orientedsteacher. A further.demarcation is observed based on age, and yet another
gradation is based on interinstitutional mobility.

The students also pursue a variety of individual goals within the institutional
framework. Since Purdue is a state institution with relatively low admission
standards and costs, at least for in-state citizens, a large number are attending
the University because it is expected of them and they either have no clear-
cut vocational-goals or are weakly mdtivated toward the .existing vocational programs
offered. Another Marge groupis strongly motivated toward vocational goals --
many of the graduate students fall into this category.

The. funding of the University comes from a number of sources (See following
Table). The budgetary process is quite involved, with each department represent-
ing its needs to the administration. The Administration, in turn, submits a-composite
budget request to the Board of Trustees. Upon approval by the Board of Trustees,
the budget is submitted to the Indiana Commission on Higher Education, which presents
to the Legislature all of the budgets of the various state educational institutions.

It should be noted that the budget is subject to modification at each step --
the University Administration critically examines the departmental requests (in
conjunction with departmental representatiyes), the Board. of Trustees has input,
the Commission on Higher Educatioh balances the individual institutional requests
with the overall needs and resources of the State, and the Governor 414 the
Legislature ht're the final ward on actual appropriations.

Budget) 1922-75 Operating (from "Facts at Your Fingertips, 1972 -73 ")

Total ,Budget $157,515,000

Estimated Income: Percent

State Appropriations 40.3

Auxiliary Enterprises , 17.8

Gifts, Grants and Contracts 13.1

Student Fees 11.9

Sales and Service 6.2

Federal Appropriations 3.6

Student Aid 3.6

Organized Activities 2.1

Endowment Income .7



Estimated Expenditures Percent

Instruction and Departmental.Research 27.6

Auxiliary Enterprises (Includit Rehabilitation
and Debt Service) 17.6

Organized Research 16.4

Physical Plant 8.2

Extension and Public Service 6.9

General Administration 6.1

Staff Institutional Seryices 5.2

Student Aid 5.6

Organized Activities 2.3

Libraries and Audio-Visual 2./
5

Student .Services 2.1

General Institutional Services 1.7

0 0 0 0 1 5

The following section details courses of instruction, enrollment and faculty
statJstica, and available short-range'planning for each of the ten major instYuc-
tional sthools,

We emphasize that the statistical data does not fully reflect the teaching
contribution of the various schools, inasmuch as the schools offering service
courses (freshman English, chemistry, etc.) deal with many students affiliated
with other schools.

School of Agriculture

The School of Agriculture offers undergraduate instruction leading to the
degree of Bachelor of Science in the following areas- AgricultUkal Communications,
AgricultUral Economics; AgrPCUltural Education, Agricultural Engineering, Agri-
cultural Mechanization, Agricultural Science, Agronomy, Animal Sciences, Bio-
chemistry, Community Development, Conservation, Entomology, Food Business Manage-

, ment, Food Science, Forest Production, General Mr::2ti1ture, Horticulture,
International Agriculture, Landscape Architecture, Management. Business and
Farm, Meteorology, Natural Resources and Environmental Science; Plant Protection,
Preveterinary Science, Turf, Urban and Industrial Pest Control, Wildlife Science,
and Wood Utilization.

Short -range -nlanning (7 years) projects the institution of a 2 year sub-

baccalaureate degree program. overall programs are to be made more relevant to
the rural.community by institution of course offerings in recreational resource
management) courses to help upgrade.the quality of rural life, etc. No earth -

shaking changes in rationale or philosophy were evident in the report.

Enrollment and Faculty

West Lafayette
Total

Regional Campuses. Students

Faculty . Undergraduate Graduate Undergraduate .Graduate

Students Students Students Students

218 2009 488 149 -0- 2646
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A5choola of Baginepring

For the past threedecadeb the Schools of Engineering have ranked first in
size in the United States. As of 1972-73, the following engineering disciplines
were represented by separate schools or departments: aeronautical and astro-
nautical; agricultuimly chemical; civil; electrical; engineering sciences; indus-
trial;, materials science and metallurgical; mechanical; and nuclear.

The next few years are expected to see little change in the structure or
flinctionig the Schools of Engineering, but new directions for traditional ser-
vices are pointed out. A new Interdisciplinary Engineering\program has been
initiated which is being embodied in a series of Intlordisciplinary Centers.
This is viewed as an important step toward breaktne'down the disciplinary
walls.

Enrollment and Faculty

West Lafayette

Faculty UnOPIEXAdgq IETAMAI2 Underaradqffite Graduate Total
Students Students Student Students Students

311-7 14.665 1015 474 0' 6251

O

t



School of Home Economics
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The School of Home Economics offers areas of concentration leading to the
baccalaureate degree in' Clothing and Textiles, Equipment andjamily Housing,
Foods and Nutrition, Institutional Management, Home EconomiCs Education, Child
Development and Family Life, and Home Economics.

Short-range planning indicates an interdisciplinary program with Agriculture,
`Psychological Sciences and Industrial Earagement in the establishment of a
program in Consumer Science.

Enrollment and Faculty

West Lafayette
Total

Regional Campuses Students

EtELIL5i Undergraduate Graduate Undergraduate Graduate
Students Students Students Students

50 12547 99 84 6 . 1443

School of Humanities, Social Science and Education

The School offers coursework leading to the undergraduate degree in: Audiology
and Speech Sciences, Black Studies, Child Development and Family Life, Communication,
Creative Arts, English, Foreign Languages, History, Library Science, Philosophy,
Physical Education, Health; and Recreation, Political Science, Psychology., Science
and Culture, and Sociology. In addition, there is a priogram leading to Teacher
Certification in most of these areas.

Due to a goad geal of flux in the School, including the anticipated arrival of
a new Dean, a short-range planning document is not available at this time.

Enrollment and Faculty

West Lafayette Regional Campuses
Total

Students

Fac41tV cUndergraduate Graduate Undergraduate Graduate

Students Students Students Students

547 4986 1935 1213 1202 936

School of Industrial Management.

The School offers programs leading to the baccalaureate degree in Industrial
Management, General Management, and Economics.

The Krannert Graduate School of Industrial Administration is the graduate
School arm of the School of Industrial Management.

Short-range plans of the school include the creation of a co-operative
program for combining discipline-related employment off-cappus with on-campus study
semesters in an alternating sequence, and rapid expansion of a-problems- and policy-
oriented liberal arts type economics major.

At the graduate level the school has' just adopted a variant on its recognized
engineering or science oriented master's in management program that will train
non-engineering or science students for employment.as managers in finance, govern-
ment and service industries. In addition the economics graduate program has been
re-designed to attract students interested in application of economic theory to
the solution of America's pressing problems in environmental control, urban con-
gestion, and other similar areas as well as in business economics.

"
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Enrollment and Faculty TOta1
West Lafayette Regional Campuses Students

Faculty Undergraduate Graduate Underjraduate Graduate
Students Students Students Students

82 1648 351

School of Pharmacy and Pharmacal Sciences

235 159 2393

The School offers areas, of specialization leading to academic degrees in,the
following disciplines: Environmental Health, Bioniipleonics, Clinical PharmacY,
Industrial-and Physical Pharmacy, Medicinal Chemistry and Pharmacognosy, Pharma-
cology and Toxicology, and Pharmacy Administration.

Short-range plans detail a nUMher.of_ney:progrems rangAngiSrom Radio,Fharmacy
to Cancer Chemotherapy. It is also proposed that a Drug Information Center be
established. `-

)

EnrolUeent and Faculty, Total

WestLafayette Regional Campuses ,.$ Students

Faculty Undergraduate Graduate Undergraduate Graduate
. v. Students .Students Students StudentS

. 47 562 -150 9 -0- 721

School of Science

The school offers undergraduate plans of studyvin the following disciplines:
Biological Sciences, Chemistry, Computer Sciences, Geosciences, Mathematics,
Physim.,, Statistics, and General Sciences.

The departments seem to be formulating new programs either to.meet.occupa.
tional needs (i.e., Math is concentrating on statistics since the job market for
degreed statisticians is very healthy), or to conform to new fundihg patterns from
the government and the large foundations (there is a great interest in environ-
mental programs, e.g. the proposed program in Environmental and Population Biology).,

Enrollment and Faculty

. West Lafayette Regional Campuses

Faculty . Undergrachlate qraluate. Undergraduate Graduate
Students Stu ents Students , Students

Total
Studenit '

427 2935 1075 595 160 4765

School of TechnolOgY

The School is primarily concerned with three major'types of activities: (1) the

education of nurses and technicians; (2) baccalaureate programs forpthe education
of constructors, industrial supervisors, professional pilots, registered nurses,
'and technologists; and (3) baccalaureate studies for the preparation of teachers
of industrial education and other technical, fields.

Short-range plans indicate six, new programs, all related to manpower needs.

An organized effort is being made to relate their activities to those of the School

of Engineering.



Enrollment and Faculty

West Lafayette' Regional Campuses

Faculty Undergraduate ,Graduate Undergraduate Graduate
Students Students Students Students

92 '1403 54 2658 12

School of Veterinary Science and Medicine

6000;
Total

Students

1+127

The School offers undergraduate and graduate study leading,to advanced degrees
in: Veterinary Anatcty; Veterinary Physiology and Pharmacology, Veterinary Micro:-
biology, Pathology, and Public Health; Large Animal Clinics; and Small Animal
Clinics. Departments of Veterinary Anatomy, and Veterinary Physiology and Pharmacology.

Short-range planning stresses improvements in the Small Animal Teaching
Hospital, and a two -year program in Veterinary (Animal) Technician. No mention is
made of the widely discussed pregraa in medicine.

Enrollment and Faculty /

Total
West Lafayette Regional Campuses Students

Faculty- Undergraduate Graduate Undergraduate Graduate
Students Students Students Students

4.:.v---

50 239 1,6 ..43... "o- 275

Medical Education

No information is available on programs or planning at this time.

Enrollment and Faculty

West Lan Regional Campuses

Faculty Undergraduate Graduate Undergraduate Graduate

Students Students Students Students

11. 1 -0- -0-

Totgl
Students

12

Graduate School

Opportunities for graduate study are offered leading to the degree of Doctor
offlallosophy or the degrees of Master of Arts or Master of Science. With a few

exceptions,xceptions, such ap the Master of Science in InduStrial Administration, each
student's program-is individually designed and may involve course work in several

instruct*onal schools.

The distribution Of graduate students by school is indicated in the summary
table for the schools.

Graduate Degrees Offered

Department by School

I. Agriculture

Agricult, al Economics M.S.

Agronlmy M.S.

Lnima Science M.S.

Degrees Offered

Ph.D.

Ph.D.

Ph.D.
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Enrollment and Faculty Total
West Lafayette Se:go!ial_cee_amps Students

Faculty Undergraduate Graduate UndeFPWEgair----UYiduate
Students Students Students Students

92 1403 54 2658 12 4127

School of Veterinary Science and Medicine

The School offers professional training leading to the Doctor of Veterinary
Medicine (DVM) degree and graduate study leading to advanced degrees in: Veteri-
nary Anatomy; Veterinary Vlysiology and Pharmacology; Veterinary Microbiology,
Pathology, and Public Health; Large Animal Clinics; and Small Animal Clinics.

Short-range planning. stresses improvements in the physical facilities of
the School, and a two-year program in training Veterinary (Animal) Technicians.

prollment and Faculty ' Total
est Lafayette . Regional Campuses Students

Faculty Enaillana Graduate Profeetiienal graduate

=UZI Students students Students

60 257 40 297

Medical Lgimitima I
The Veterinary Medical School cooperates with the Lafayette Center for Medical

Education in offering a portion (currently three courses) of the first year of
medical training on the Lafayette CamAs, other courses are offered in the School
of Science and the School of ,Agriculturii. Short range plans include offering two
years of the four year program that leads to the M.D. degree awarded by
If the second year is added there will be additional involvement of, the Veterinary
Medical School.

Enrollment and,Faculty
West'Lafayette Total

Facility Medical Wants
Students

14 14 14

Graduate School

Opportunities for graduate study are offered leading to the degree of Doctor
of Philosophy or the degrees of Master of Arts orilaster of Science. With a few .

exceptions, such as the Master of Science in Industrial Adminimirition,, each
student's program is individually deeigned and may involve course work in several
instructional schools.

The distribution of graduate students b5e'school is indicated in the summary

table for the schoCls.

Graduate Degrees Offered

Department by School

I. Agriculture

Agricultural Economics M.S.

Agronomy M.S.

Animal Science M.S.

Degrees Offered

"Ph.D.

Ph.D.

Ph.D.
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Department by School Degrees Offered.

Agriculture (cont.)

Biochemistry M.S. Ph.D.

Botany and Plant Pathology M.S. Ph.D.

Entomology M.S. Ph.D.

Extension Education M.S.

Forestry M.S. Ph.D.

Horticulture M.S.. Ph.D.

-II. ,Engineering,

Aeronautics, Astronautics, and
Engineering Sciences M.S. Ph.D.

Agriculture M.S. Ph.D.

Civil M.S. Ph.D.

Chemical M.S. Ph.D.

Electrical M.S.

Industrial M.S. Ph.D.

Materials Science and
Metallurgical M.S.' fh.D.

Mechanikal M.S. Ph.D.

Nuclear M.S. Ph.D.

III. Home Economics

Clothing and Textiles M.S.

Equipment and Family Housing M.S.

Foods and Nutrition M.S. Ph.D.

Home Management and Family
Economics M.S.

InstitUtional Management M.S.'

IV. Humanities, Social Science, and Education

Americar'Studies Ph.D.

AudiolOgk'and Speech Sciences M.S.' Ph.D.

Child DeVelopment and Family
Life . M.S. Ph. D.

Communication M.A.; M.S.

Creative Arts M.A.

Education M.S. Ph.D.

English M.A. Ph.D.

History M.A. Ph.D.

Modern Languages M.A., M.A.T.

Philosophy M.A.. Ph,D.
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DepartmenebySchool Degrees Offered

Humanities Social Science, and Education (cont.)

Physical Education for Men M.S.

Fhysial Education for Women M.S.

PoliticarScience M.A. Ph.D.

Psychological Sciences

General M.S. Ph.D.

Industrial M.S. Ph.D.

Clinical M.S. Ph.D.

Sociology and Anthropology M.S. Ph.D.

V. Industrial Adminfl.stration

Administrative Sciences

Economics M.S., M.A.T. Ph.D.

Industrial Administration M.S. Ph.D.

Industrial Relations M.S.

VI. Pharmacy and Pharmacal Sciences

Bionucleonics . M.S. Ph.D.

Clinical Pharmacy M.S. Ph.D.

Industrial and Physical Pharmacy M.S.

Medicinal Chemistry and
Pharmacognosy M.S.., Ph.D.

Pharmacology and Toxicology M.S. A Ph.D.

Pharmacy Administration M.S. Ph.D.

VII. Science

Biological Sciences

General M.S. Ph.D.

Botany M.S. Ph.D.

Cellular Biology M.S. Ph.D.

Developmental Biology M.S. Fh.D.

Environmental Biology M.S. Ph.D.

Genetic Biology M.S. Ph.D.

Metabolic Biology M.S. Fh.D.

Microbiology (bacteri-1
ology, mycology,
Parasitology, virology)

Molecular Biology (bio- M.S. Ph.D.

chemistry biophysics)

Neurobiology M.S. Ph.D.

Population Biology' M.S. Ph.D.

Regulatory Biology M.S. Ph.D.

(animal and plant physiology)
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Department: by School Degrees Offered

Science 4.0nt.).

M.S. Ph.D.

raystematiC iAttlIolutionary
Biology: M.S. Ph.D.

Teaching of Biology M.S. Ph.D.

Znelogy M.S. Ft.

Chemistry M.S. Ph.D.

Computer Sciences M.S. Ph.D.

Geosciences M.S. Ph.D.

Physics M.S.

Mathematical Sciences M.S., M.A.T. Ph.D.

Statistics M.S. , Ph.D.

VIII. Technology

Industrial Education M.S.

IX. Veterinary Science and Medicine

Large Animal Clinic M.S.

Animal/rClinicr M.S.

Veterinary' Anatomy . M.S.

Veterinary Microbiology
Pathology arid, Public Health M.S. Ph.D.

Veterinary Physiology and
Pharmacology M.S. Ph.D.

In addition to the Schools of instrUCtion there are anumber of research and
extension activities connected with the University. Some are located on campus,
while others have facilities near the campus. Se4eralare interdisciplinary: -in
nat=e -- one for instance involves faculty and students frOm 25 deparments: While
most are directed to the research function, it is.felt that they represent an
imrortant 'aspcct of the total educational effort at Purdue.

Some of the najo- activities of this type ,are:

AGRICULTURAL EVP7III1 TT STATION: Organized by Congress in 1887 to promote
scientific investigation,and experimentg in agricultural science. 'Highly trained
reseerch workers'conduct experiments in laboratories and on farms-of the
University and coopel-'4ing agencies.

BrHAVICIRAL SCIENCE LABORATORY: Located on the top floor of Krannert Graduate

School of InduStrial Administration. Houses $300,000 worth of electronic and sound 1
equipment which researchers use to study'human behavior, expecially those related

\\_ to business management problems. Gives researchers opportunity to use experimental
methodology in the study of individual4ind group decision behavior. Also used by

researchers in agricultural economics, psychology, sociology, education, and
audiology and specs% sciences.'

ENGI m INC EXPERIMtNT STATION: Activities encompassla'broad spectrum of-

research and development activities in engineering and technology. Major contri-
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bution in transportation, heat transfer, electric power, transmission, materials,
gas technology, electronics, .ponier engineering, auttpmatic controls, computer
sciences, jet and rocket technology, and environmental and urban studies.

FOOD SCIENCES INSTITUTE:, Established in November 1967 to provide scientific
leadership and coordinated management of interdisciplinary research and educational
and extension programs in food sciences. Draws its membership from-the Schools of
Agriculture, Home Economics, Science, and Veterinary Science and Medicine.

THERMAL SCIIALE AND PROPULSION CENTER: Equipped to. investigate wide range of research

problems on such types of propulsion systems as chemical rocket engines, air breathing
engines, electrical rocket engines, nuclear rocket engines, and space power plants. Also

engaged in studies of the amentals of combustion and research on air. pollution of
internal combustion and s turbine engines:

JOINT HIGHWAY'RESEARCH PROJECT: Established 1936. Authorized by act of
state legislature in 1937. Sponsored jointly by State. Highway Commission of
Indiana and by Purdue University. Financed mainly by the Commission, but the
University absorbs overhead costs. Operated by the University and governed by an
adviSory board comprised of members from both units. Purpose: To perform research
on highway problems and to train men in fundamentals of highway engineering and
related research techniques.

LABORATORY FOR APPLICATIONS OF REMOTE SENSING. Established in 1966 to develop
remote sensing techniques for, agriculture and to develop applications for these
techniques, the scope of LARS has since. been enlarged to include-investigations
in geology, hydrology and geography. The mission4f LARS also includes the training
of graduate.students.

( MASS SPECTROMETRY CENTER: Housed in. the Departmentof Chemistry, the Purdue
Mass SpectroMetry Center provides outstanding facilities for organic, mass spec-
trometry and ion kinetic encrgy spectrometry. Established in 1967 through,the'

.

support of the National Institutes of Health.as a health-oriented research train-
ing and service facility, the research programis supported by the National
.Science Foundation and other agencies, public and private.

MEASUTEMENT AND RESEARCH CESTER: Assists academic research and administra-
tive. persprihel in'the construction, scoring, and analysis of examinations, surveys,
and evaluation scales; administers examinations for the University and teat
agencies, conducts institutional research; provides statistical and data processing
support to other researchers, and publishes research findings. Operates several
makonwide eduation service programs, including the Purdue Opinion Panel,. the
Htgh School Testing Service, and University and Secondary School Services. .

PURDUE LABORATORY FOR APPLIED:INDUSTRIAL CONTROL (PLAIC): A'graduate labor-
atory-program designed to work closely with industry to study problems and
applications of automatic control; provides. students and faculty a place to do'

_research on industry-related problems; offers people in industry an opportunity
to acquire knowledge of automatic control theory speedily translates new automa-
tic control theory into terms readily usable in industrial practice.

PURDUE RESEARCH FOUNDATION.: Incorporated in 1930. Has several major
objectives.: The support of research and scholarly activities of the University
faculty and graduate students; fund raising for the development of the University;
and the support of other programs which will assist the. University and attract a
highly competent-University faculty. At a Separately incorporated foundation,
PRI' can function to attain these University-oriented objectives in ways not
clearly within the province of the University trustees as:defined. by state and
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federal laws.

RAY W. HERRICK LABORATORIES: Conduct interdisciplinary research in environmental
engineering: provide-rlink between university research techniques and industrial
problems. Research funding comes both from industry and government. Interests
include climate control, mechanical systems research, engineering acoustics, and
control of machinery noise. All projects are chosen so that they are suitable for
M.S. or Ph.D. research programs.

THERMOPHYSICAL PROPERTIES RESEARCH CENTER: First organization of its kind to
keep track of world knowledge on a specific number of heat properties of all matter.
As a component of the National Standards Reference Data System and an analysis center
for the Department of Defense, it synthesizes accumulated knowledge, recommends stan-
dard reference data, and does basic and applied research to generate new information
in this field.

T g or-mum A8 IT MAY 11:000C'

Reviewing a number of information sources, we find that some otthe roles being
suggested for the university of the future are as 10116487

1. The University will continue to educate an increasingly larger segment
p of our young people. However, the kind of education they receive will likely
be markedly different from that now offered. For instance, the application
le principles derived froM the behavioural sciences will increase to a great

. extent, and more emphasis will be placed on non-cognitive skills (emphasis will
shift toward education of the "whole person", as suggested by the 1968
Hazen Foundation report -- such areas as life style, human relations, group
behaviour, value systems, etc. will receive increased attention). Since 4.

number of these new programs will relate primarily to the young adult, they
will have little relevance to the other roles the University will be required
to assume.

2. The University will refine and extend its activities in education for
careers., We see this activity as taking place on at least two levels --
many of the young people will be educated for their first career, but many
of the older adults will be retrained for second (or third, or fourth)
careers. The first activity is likely to be linear with well-defined
programs, much'as the offerings that now exist. The second activity is
likely to be remedial, to the extent that an individual prescription will
be devised for each candidate who wIshes to be "recycled".. Roth activities
imply a greatlyincreased knowledge of and involvement in the planning processes
of business and industry, if a mismatch between skiiis and jobs is net to
Oddur..

_

3. The;University will broaden its admission requirements, perhaps even
near theyoint of unlimited access, as suggested in theICHE'report. Purdue

will plObably assume the function of a "community college" for the immediate
geographical area. This means that in addition to the first two (above)
relatively well defined functions, there will be a number of people.in all
age categories and from a variety of societal groupings pursuing independent
goals in all as of the University. If the University is to succeed in

meeting these diverfw requirements, substantial changes in every level will
be required, since the existing organization Is designed to "educate"
relatively homogeneous and well-defined studint groups.

4. Related to 3 (above), the University will be required to extend its
educational efforts well beyond the geographic limits of .not only the campus,

J'
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but the irtediate arca. At least two thrusts of this type are now evident

and predictable. Something like what the Extension Service does for
Agriculture will be develuped for other recognizable groups -- such as the
urban poor, ethnic groups, etc., end-secondly, modern technologidal.develop-
ments; such as instructional television, will make these programs available
to the entire State.

New methods of measuring the value of such efforts as these will have to be
devised if they. are to be economically justified to our funders.

5. The University v:'.11 peotebly rr.ma:I.n a center of expertisein its pnrformance
of the research function. The government has established and reinforced
this fUnction from VW II to the ',recent. Thip is supported to a large extent
by federal government resources.

"WIT TIMM loot= puma Ampler= 1201020 suns

1. _N An increasing percentage of the iivpulation goes to college and earns
degrees. A preecnt direi.arit:r between jobs requiring; or giving

preference to, a collage education and the numer of qualified applicants
exists, and.will becc7e reuch wider in the future.

7

Supporting evidence: The Indiana Commission on Higher Education (ICHE) stresses
mating higher education more available and attractive to all citizens of all age
groups and further recommends steps be taken to mate higher eduCation more attrac-
tive ti those groups who traditionally have not pursued postsecondary education.
(Recommendations 9 through 11). The Commission farther emphasizes, the necessity of
converting Indiana's educational system into one designed fbr the *dynamic and
flexibly delivery system" for accurately furnishing Indiana's manpower needs, and
a great deal of the document emphasizes this occupational training inaction.

InIa=taiont We id,crpet this to vsan that the...baccalaureate degree is

having decreasing relevance co rceunerative-teployment.

2. Thnre is evident e increased involvc-rent between the university and

the immediate society it serves. 1t=..3 involvement is not only job-

oriented (the t2ainirg function indicated In 1 above) but .is also
beccmingtask-ctod '.s exce-Taified by Agriculture's proposed program
to enhance the vaLLty cf rural life end the Extension Servlce's involve-
ment in the rrebic::: or Ghetto life in Indianapmlis.

51!7perting evidence: IC= Pcca----e.4ation 14: "Few programs which are

triquely designed to resi,ond texce=yrity end4ndividual_needs...". Current pro-

posal for the Librariez/AVC te- 7rovidscurce materials usefUl to the local cemmunity s

groups of blacks and Latin Litejcaar;. Concept of the "university without walls".

int.41.rpretation: A drematic chaAr.,%.. in thy, 4-Tic:I-tat...inn andorganization of the

akeinistration as well as the f.culty is required to meet these new roles.

3. '.1-.ere is a trend tcwaed in=seased involvement students in the

decision-making structure rf higher education. A case in point is the

critique prepared by )rce Purdue students of theMHE report, challenging

the Commission on their purported failure to include this factor 'in'

theirerecanmendatioen. This trend is expected to intensify as more

"older adults" c,,tcr syLtem.

Oupporting evidence: TheerMA-spread_invielvemont of students on governing
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boards, faculty senates, and the like.
000025

Interpretation: This trend will lead the University toward becoming a more
student-responsive institution.

LIBRARY RAKIFICATIOJS

1. As pointed out in the section on the existing University, we attempt to serve
a variety of publics with sometimes conflicting demands and varying political power.
The research - oriented professor expectc entirely different library services than
does the non-career-motivated "disadvantaged" student, for/instance. This
situation already makes our job very difficult, and when the new directions indicated
become a reality, the situation will be compounded even more. Ad librarians, it
will be our professional responsibility to become experts or gain access to the
expertise needed to mediate emong these conflicting demands in order to allocate
our human and material resources to the best advantage.

2. It is already expedient, anc6t will become essential, that the Libraries/AVC
be tied into every information network chat has any pertinence to our activities

MEDLINE, NTIS, the Battelle systems, etc. We will need a greatly enhance our
ability to provide informational services beyond our immediate resources.

3. We will need to critically examine the archival function of the Libraries/AVC
versus the current information proyision capability-of the system. This, of course,
is always a tradeoff -- however, the constantly increasing body of materials avail-
able on microfilm, for instance, may obviate the necessity of retaining many
thousands of volumes of expensively bound, bulky material which is used infrequently
when copies can be obtained of desired items cheaply end rapidly. This idea
presupposes a new generation of 5U/40n:6/faculty which is more compatible, psycholog-
ically speaking, with ndnrconventional formats of material, but they are cam3ag.

4. We will need to streamline our delivery service of information, especially with
respect to its selection, acquisition, organization and distribution. The time
factor will become increasingly crucial ar new short-range programs and activities
multiply.

5. We will needn't May is keep abreast of how people acquire and use our stock
in trade, information, 1:11A-% also will ncei tc modify our system to fit the use

patterns best suited to our patrons. As an example, it may be deemed necessary
to actually aceien a librarian to a research team on a periodic or intermittent
basis to assess the term's informational needs on the spot. We may want to utilize'
such concepts as the "gatekeeper" (a research person to whom most of the research
group turns to for information) to-identify and educate key,people about informa-
tion resources.

6. We will need to rethink o'r entire reference setup to adapt it to the
Changing needs of our clientele. A rudimentary library orientation prograth for

freshmen is not enough. We will need to institute a number of different formal as
well as informal instructional and publicizing aceivities in order to educate a
variety of users as to the different informational services available to them.'

1

7.. law 1CHE suggestion at several points in their report that certain services be
supelicd tA remote locations through contractual arrangements should be examined for

Libraries/AVC implications. If a package in, say, Renaissance Literature is to
be "rented" to Vincennes and the package includes professorial time, administrative
support, etc., it should be determined what Libraries/AVC resources and services will
be made a part of the package and on what basis.

J
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8. An increased emphasis on programs in technology aimed at producing para-
professionals and/or technicians for industry should lead the Libraries/AVC to
re-examine its support of the School of Technology. The nature of the materials
that they require, in many cases, fall outside of our traditional acquisitions
policies. Such items as rn:.nufr.cturer's (n.t&logs, parts manuals, programmed texts,
and the like should be procured and: properly-organized and housed. Consultatitt
with faculty and administration should begin at an early date in order to devflop
guidelines both for the type of services to be provided and to find funding.

9. As a large, complex on-going operation, it is easily predictable that the
Libraries/AVC will find it difficult to adapt to these new roles and challenges.
It will require the best efforts of our administrators and faculty to gain access
to the decision-making, and fundiri ) processes if we hope to gain this flexibility.

C
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ii. Libraries and.AudioArinual Center

Preface

The study terra decided that it would be appropriate to incorporeLtt a short
description of the Libraries and Audio-Visual Center into their review of the
environment of this Library Management Review and Analysis. in preparing this,
the Study Tees drew on "A Brief History of the Purdue University Libraries,
147.1971" which had been spetially prepared by Mr. Oliver Dunn. However, the
Study Towels° drew on a,number of other sources and impressions and the fol-
lowing mearks are, therefore, attributable to the Study Team but not necessarily
to Mr. D. The following remarks do not attempt to incorporate developments
during 1972.

Growth

War, the Libraries/AVC has increased dramatically.

1944 1960 1971

Since the Second World

Volumes Held c200,000 c.502,000 c.1,100,000
Professional Staff FTE 20 29 45
Support Staff FTE 29 88 170

'- Total EXpenditures
-,4rtitsoberl'of Staffed

$78,000 $855,000 in,697,000

fle' Libraries 10 24 28

A growth of this magnitude inevitably means that, whether or not this is
consciously realized, the resultant library system is rather different in form
and,style as well as scale and calls for a different organizational and manage-
ment style.

The University, however, has'alsogrown both in scale of operations and
breadth of interests. In particular the rapid development of the School of
Humanities, Social Sciences and Education placed dsmands.on the Libraries/AVC
Which:it-was ill-equipped to meet with respect to collections, staffing and

. fatilities.' This has been a source of tension.

'Decentralization
,:lnapke,,pTc

The cOnflicting pressures for and against the decentralization of librar-
ies and the apparently spontaneous developMent of "departmental Collections"
seem to be endemic in modern universities.

AtTurdue there seems to have been a significant change in policy by the
Library Administration towards the endClof the forty-year regime of William M.
Hepburni,Iibrarian from 1904-1944. His successor John H. Moriarty, 1944-1970,,
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was designated "Director of Libraiies" and developed a system of "special li-
braries" for various groups on campus. These "special libraries" gradually
bgame the main centers of,Wormation;and serv*min the fields represented.
JIM current situsiiavisTerhifvstest described' fie uneven. The tWenty-eight
school and departmental libraries range from "impressive" to "nostalgic".

The pre-eminence of the General Library has diminished over the'-years:
The prosent facility was intended to house a general, multi-subject collection,
certaihlrysttthomide functions (such as interlibrary loan) and special provi-
sion-for undergraduates. Almost by default it has since becothe the main ser-
vice 'point for one of the largest' and most recent of the school- Humanities,
Social Science and Education-- which includes disciplines which art tradition-
ally hOavilybook oriented.

The developnthet df "special libraries," while con\enient for usere in a
sponious campus, does entail. relatively heavy operational expenoes. Heavy ex-
penditure on staff ands on duplicative collection building are needed if each
location is to provide extended hours of service and cater broadly to the in-
terests of its local clientele. Since library budgets have not been generous,
this has been reflected in underfunding in other areas. Ekamples of this are
in range of titles acquired, in equipment, in the cataloging of Materials,
and in research and development. There is a low ratio of professional to cler-
ical staff which if e. more marked than in large neighboring university li-
braries..

Admpistration

ThePurAue University's Libraries/AVC have tended to have a fairly infor-
mal marserial style. In some cases, responsibilities were not clearly defined
and rigidly adhered to, and the authority necessary to discharge these respon-

,

sibilities was not always delegated.

vith some notable exceptions, this fairly informal styLb seems to have
been accompanied by an uneven or incomplete documentition of policies and pro-
cedures.

1 .

The fragmentation and decentralization of library facilities can hardly
have helped the usual problems. of communication and coordination.

1969 saw the retirement of Director Moriarty and . the.dis-

ability and death of Jane Ganfield, Assistant Director for Technical Services.
New incumbents did not arrive until early 1972. During the interval, direction

was vested in an Interim Committee comprising the Associate Director, the two
remaining Assistant Directors and an Assistant to the Vice nedgmb for Aca-
demic Affairs. This committee for a greater part of its existence was charged
to make no significant managerial changes. This wawa difficult and discour=

aging period, f

Relationships with the rest of they university
. .. ,

For reasons which may stem in part from the "ag and mach" traditiOns,of

Purdue and the policies of President Hovde's administration, the funding level

of the Libraries/AVG has not kept pace with national norms for the size and
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range of the University. Although Purdue ranksJth in size among North Ameri-
can Universities, its Libraries/AVC budget only ranks 51st out,of 7E3. research
libraries in the Association of Research Libraries, and 66th in;colleotion size.

As a means of supporting Dirnctor Moziarty's budgetary claims during the
1960'a, there BOMB to have been a deliberate strategy of putting the onus on
the Deems to support the claims of the Director of Libraries for library re-
sources. This system, epitomised by the phrase "Dean's money" had an uneven
'Met and reduced the authority of the Director of Libraries/AVC.

During the 1960'5 new programs on the graduate'level in HSSE, approved.
without reference to the existence oX appropriate library support, and increased
numbers of graduate students in HSSE, made very difficult problems in*relation
to the General Library. It was neither designed for large-scale graduate and
faculty research nor was it socked with the materials needed to support their
chosen fields of research. This became a major controversy affecting the ens
tire Libraries /,AVC. Some progress was made with supplementary annual alloca-
tions of $100,000 for materials but matters reached a critical stage in 1966 -
1967 with the report of the "HSSE Library Recommendations Committee" and a "sur-
vey" commjasioned from an outside expert Dean Robert B. Downs of the University
of Illinois. Some minor recommendations were adopted; others required further
study, planning, and in most cases, large increasesLin operating funds which
were not forthcoming.

Apart from the controversies with HSSE, the Libraries /AVC's'relationship
with the rest of the university included a systematic personnel audit; a cost
study and an "Academic Review" with the new Provost in November 1971.

Staffing

The professional staff have faculty status°. There is a detailed faculty
constitution, academic promotions procedure and representation on Senate
through the HSSE School. Dean Downs commented favorably on the diversity of
the library schools attended by the Libraries /AYC faculty. As a typical,
however, of technologically oriented universities, the subject training of
the Libraries/AVC faculty, which is heavily concentrated in Englis, History
and Education, does not evenly reflect the University's programs.

The record of the Libraries/AVC faculty with respect to publication, con-
sulting and academic and outside professional activities would appear to be good.

The support staff tends to be drawn heavily from a captive market of stu-
dent and faculty wives who are often academically overqualified for the tasks
they perform.
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During the 1960's Purdue Libraries/AVC was the scene of pioneering acti-
vities in the areas of library automation and the applications of Operations
Research to library problems. The former has resulted in some operational

'..isystems but only after excessively difficult development and implementatiOh
phases. The latter was based outside the Libraries and remained at'a theo-
retical leVel.

In the late 1960's through 1971 there were several factors discouraging
to the library staff. These included the dissension associated with the HSSE
and the Down's survey, student unrest, the uncertainties associated with a
change in leadership falowing the retirements of President Horde and Director
Moriarty, protracted delays in filling vacancies especially the directorship,
and the rather stagnant "Tnterregnum." This Management Review would seem to

be the first major internally-generated initiative for some time.



000031

C. THE STRATEGY FOR THIS STUDY

The Study Team of seven, appointed by the Director to conduct this study,
discussed, at an early stage, the beat way in which to accomplish this task.
Two factors were influential.

* Firstly, this major assignment was in addition to regular duties and,
therefore, there was a need to keep to a minimum the number of hours devoted
to the study.

Secondly, if this study was to really be an internal review by the library
staff, it would be necessary to place considerable emphasis on seeking input
and promoting discussion concerning the topics being studied.

)

The Study Team generally proceeded by assigning ppecific tasks or topics to
individual members. The individual would then prepare a draft for review next
time the, Study Team met. Chapters I, II, XI, XII of this report were produced
this wow.

For specific management functions (the topics of chapters III X) a series
of Task Forces were appointed jointly by the Director and the Study Team. The
basic guidelines in' composing a Task Force were:

(a) A master of the Study Team would be a member and, normallyx chairperson
of the Task Force.

(b) Each of the three divisions of the Libraries/AVC should bee(represented:
A-V Center; Reader Services; and Technical Services.

(c) Each,Task Force must include one orisore support staff,
(d) No Task Force should be composed exclusively of men or women.

Each Task Force was given a carefully written charge, a facsimile of the relevant
chapter of the Manual,as a basis for action and a request to complete their work in'one
month. The Manual also specified a ninth Task Force on Management Generally, but the
Study Team decided not to have such a Task Force on the grounds that the topics speci-
fied for Nahagement Generally" was an inappropriate mixture of Communication, which
was best handled separately after the other Task Force reports had teen completed and
Synthesis which was the proper sphere of the Study Team itself. /

The very tight timetable specified by the Manual was initially a source of anxiety.
At a fairly early stage, the Study Team reviewed th m matter and resolved that,

ze
although a timetable is desirable, the purpose oft exercise was to benefit
Purdue University Libraries and Audio-Visual Cente . Therefore, the timetable
in the Manual would be followed, but when there seemed good reason to lengthen a
given phase of the Study in the interests of produclng better results, this would
be done. In the actual study, this happened with most phases. ,

A aijor attempt to achieve staff involvement was handled in the followi4
wage;

i. For moat topics, inquiries were made of staff opinions and comments,
usually by_questionnaire, sometimes by interview and, on one occasion,
in a series of rap sessions chaired by an outside expert from the
Measurement and Research Center.
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ii. For each topic and especially each Task Force deport, a copy of the
.results--prudently marked 'Draft' - -was distributed to every member of
the Libraries/AVC staff with an invitatiotl.to comment. It was speci-
fied that these documents should be viewed as draft chapters for the
eventual report.

iii. °A series of open meetings were scheduled to which all Libraries/AVC
were invited. The meetings were held in pairs to facilitate atten-
dance by staff with scheduling problems and the Director requested
all supervisors to do whatever they could to enable all staff to
attend. At these meetings, the salient points of the most recently
distributed 'draft chapters' were briefly summarized by the member
of the Study Team most concerned and then there were questions from
the floor and open discussion- usually for about an hour. Comments
made were borne in mind during the revision of the 'draft chapters'.

iv. The 'draft chapters' were also sent to members of &he University
Senate Library Committee, the Equipment and Aids Committee and the
Provost --with a request for comments and reactions.

v. The draft sections bn the environment (now Chapter Ii seetiond. A and
B) and on the mission of the Libraries/AVC (flow the first half of
Chapter II) were reviewed line b Line with theNProvost.

vi. When all the Task Force reports had been completed, the support staff
who had served on the Study Team and the Task Forces were invited to
review all the recommendations in order to ensure that the concerns
'and interests of the support staff had been given due attention. The

reason for'this extensive involvement was the belief that this process
would lead to recommendations which were better-informed, wiser end
more acceptable.

When all the 'draft chapters' had been completed, distributed and reviewed,
there remained the task of melding the parts into a coherent report. This was

tackled in the following manner. Each member of the Study Team reviewed the
drafts for which they hal some responsibility and compiled a list of recommenda--
Lions and suggestions and also noted emendations to the narrative. The chair -

'person produced a-consolidated list of recommendations and suggestions which the
Study Team reviewed and'revised, especially in cases where Task Forces had pro-
duced overlapping or incompatible recommendations. Given the diversity of atti-
tude, perspective and background within the Study Tim, complete unanimity of
all seven members over the entire range of this study was hardly to be expected.
Neverthelesi, by a process of discussion and reconsideration a consensus was
reached as to which recommendations should go forward. The chairperson then
assembled the modified narratives and edited them and the revised recommenda-
tions into a draft final report. This was reviewed and revised by the Study

Team to form this report and submitted to the Director.

r



CHAPTER II

MISSION, AND GOALS

INTRODUCTION

In order to privide a rocas for this study, the rqview of the environment
was followed by an attempt to define the mission of Purdue University Libraries
and Audio Visual Center'and, in conjunction with this, to review the scope for
the use of performance goals.
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This activity involved severe semantic problems and in order to reduce' the
confUsion arising from tho :cawing usages of the terms mission, objectives, aims,
goals, etc., a subcommittee evolved some definitions. It is to be stressed that
the aim has been severely practical. These working definitions are intended to
reduce confusion during the study. Numerous different definitions can (and have)
been used but some consistency VIA needed.

The definitions were developed in terms of three levels:
0

Level I: Miseiori Statement

A broad definition of what business the library is in. What is the sphere
of activity of the library? This should be a general, and generally acceptable,
definition of the role of the library.

Level II: Objectives

In order to re,Ate day to day imrk to the Mission, it is convenient to
interpret the Mission statement (Level I) by spelling out a list of activities
which the Libraries/AVC attempts to perform n the pursuit of its Mission. This
list of objectives should be helpf01 in perceiving more clearly the best choice
of priorities of on-going work or proposed new tasks in relation to the Mission.
For example, whenoviewed in relation to the objectives, an improved courier
service might contribute more towards achievement of the Mission than a comparable
expenditure of resources on adding CODES!: into the Purdue Serials Catalog.

Objectives should be comprehensive and system -wide.

'The Maplementatioa section of the Proposed Libraries/AVC Mission statement
in Exhibit 1 is, in effect, a set bf Level II Objectives.

Level III: Performance Goals

Levels I and II are related to the library system as a whole.

'Level III Performance Goals are designed for individual units (or inditilduals)
within the library system. They are intended to act as guidelines for day - today
decisions-concerning priorities, use of time and resources,* and as a yardstick by -

which to &ogees performance and results.

Example Suppose that a Serials Uni i. were managed formally in terms of perfor-

msnee goals. These might be:

1

"To deploy budgeted resources in.order to:

1. Check -in ane..service all current titles on a same -dam basis;

II. Cateilog an expected-50 new or changed titles according to agreed .

catalog rules within one week of receipts

III. Pursue a program of purification of records by:
(a) Doing a shelf inventory of two librar#es a year:
(b) Check current catalog records against former records, aiming

to cover letters D through P by :Na y 1973."

o



Example 2. 'A circulation unit might conceivably specify its goals as follows:

."To deploy existing resources so as to:

I. Reshelve most returned books within four, working .hours.

II. Reduce the frequency of having patrons wait more than 5 minutes.

III. Maintain existing level of accuracy of circulation records.

IV. Read shelves at least once a semester

)te that, 1 - Both examples are meant to be illustrative and not comprehensive.
2 - Some goals may be more down-to-earth than others.' ,

3 - There remains scope for strategy and innovation:within these
goals. For example,an ingenious circulation librarian might
discover that he could achieve his goals in Example 2 better by
increasing the allocation of effort to shelfreading because this
resulted in easier and faster reshelving.

- -The performance.goals of a unit should be agreed upon within the
framework of the existing.and.future systemwide objectives (Level II),
perceived priorities and available resources.

MISSION STATEMENT

Even after agreement had been reachedton a working definition of what the
term omission, meant, difficulties remained in developing a mission statement
for the Libraries /AVC.

4 ,

Clearly, as a supporting service, the Mission of the Libraries/MC 'was

directly related Io the mission of the. university.. Unfortunately the-univer-
yttyls mission waft not.only unclear but, at that time,,a matter of controversy.

Reviewing Mission statements from other research libraries pinpointed.differ-

ences in approach. Some felt that. a. mission statement had an important public

relations role and, therefore should be phrased accordingly. Others felt that

it should be regarded strictly as a working docilment and that; therefore, a,
"bare bones" edition would be more practical. The skeletal form was finally -_.'

selected because it was felt that it would be less susceptible to change and,

therefore, -better able to survive the test of time.

The StatedmAt of Mission and' Implementation presented in Exhibit .1 was in a

state of almost constant revision lor 41000 three months. An initial draft,

prepared before the study began, by DirectorImenese, was reviemity the Adminis-

trative Comeittee and then reviewed by the Administrative Council. The study

teem discussed it at length,, sabstantia4y rewrote it, reviewed it with Director

Dagnese. It was then distributed td all Libraries/WC staff fOr comment and

discussion at two open meetings. It was also sent to the Provost and to the

Uhiveriity Senate Library Committee for Oomment. While any individual would pro-
bably phrase these matters in a different way, the4totement recommended here

e,
is believed to be generally acceptablei. The main difference of opinion, other

than the choice betimen'mP.R," and '"skeletal" versions, concerns the eetent to

which the Librariei/AVC should. be involved inAvoducing information. A state-state-

ment of Minority opinion was therefore prepated.

The following notes are intended to elucidate the Mission statement which

shodlii be seen as a logical progression. The Mission'statement itself is the

overall definition of what business the Libraries/AVC is in. The Implementation
I
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STATEMENT November 20, 1972

MISSION

The mission of Purdue University LibrarieS'and Audio-Visual Cnter is t
meet the informational requirements Of'the total UniVersity community.

IMPLEMENTATION

1. To assess. the informational requirements of the University community
on a continuinp.basis by formal and informal interaction with all
other elements of the Upiversity community.

2. To select frpm available information that portion most applicable to
the requirementafpf the University community.

3. To acquire, organize and arrange these informational resources, in a
manner and in a physical,setting most conducive to their use.,

4. To interpret and publicize these resources through inforgational and
educative services in order to increase the benefits of"the Libraries
and Audio-Visual Center to all members of the University community.

5. To make available, interpret and. publicize an additional.. range,
informational resources and services by active collaboration with.
other institution's through interlibrary loan,, information networks,
and other .cooperative arrangements.

6. To study the operations and services provided by the Libraries and
Audio-Visual Center to assure effective use of available resouxes.

7. To present and interpret to the funders the fiscal and other needs
of the Libraries and Audio-Visual Center.

8. To provide an clwironment in which to develop and maintain a capable
staff. 0

9., To anticipate and plan for future developmentaj.n info rmational needs
and_services which are likely to affect the Univers4y,community.

Exhibit 1
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statements fall into three sections:

1 -- Determining what is needed;

2-5-- Making available what is needed, either by local
resources (2-4) or by access to resources elsewhere (5)

6-9-- Enhancing the competence and efficiency of the Libraries/AVC
in terms of resources, management and planning in order to
perform 1-5.

Other points to bear in mind are:.

i. The use of the phrase "total University Community"\in the Mission
Statement is borrowed from a past Purdue President and meant to include not only ir

the Lafayette campus students, faculty and staff, but all of, its extensions and
the citizens-4f Indiana. The word "total", included in the Mission Statement for
added emphasis on the inclusiveness of the Statement, was dropped in the lmplemen-,
tation section for convenience but does not Imply a change of emphasis.

ii. Objective 2 read "skillful selection", but "skillful", was dropped, because
it was felt;by the majority to be understood.

iii. The adjective "available" was substituted for "recorded" in Objective 2
because it was felt that "recorded" was too restrictive. ,/t's-possible that a -

patron, seeking some information, might be referred to as a "human resource",
i.e., s person .specialized in a particular area for his answer.

iv. The Objectives 4 and 'tie word "publicize" was used to emphasize the
active rather than passive role *hich the Committee felt the Lihraries/AVC

should take. In this regard it.may be noted that the University Senate Library
Committee asked the study team to stress the need fOr Librarieeto do more than
acquire, organize and sotre material. The Committee felt that much greater
emphasis needed to be given to the librarian's role in accessing information, -
almost to the personal, one to one, level and that this activity is being
increasingly important.

v. 'The word "funders in Objective 7 is used in the business sense to Imply
all those who control or influence they financial support of the Libraries/AVC,
e.g., taxpayers of the State of Indiana, Purdue University's tudents, Purdue Uni-

.versity administration and faculty, the Indiana State Legislature, industry,
foundations and the Federal Government.

yi. The term "staff" is meant to include support staff and professional staff.
Objective 8 is not meant as an indictment of the present staff which the Study
Committee felt was eapeble. It was, however, a rejection of phrases such as
"meaningfUl" or "relevant* which the Committee rejected as superficial from overuse.

In the initial stage of this study the "Magnificent Seven" realized that
berme of the diversified membership of the Committee, there would certainly by
differences in opinions. It was felt that not all of these difference. would be
or in some cases even should be resolved. 'Therefore, it was agreed that the

majority would rule,' but that the .dissenting minority should have an_opportunity
to'express an *pinion in each phase draft report. In'this case the following

minority opinion was prepared:
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MINCRITY OPINION by Carl jtafford

I feel that the Libraries/Audio-Visual Center should become involved in
the whole spectrum of producing-using recorded information: from inception
to the utilization of the information. For the following discussion, I would
like to break the above mentioned spectrum into four parts. 1) inception,

2) development, 3) production (recording) and 4) utilization.
-7'

In the inception part, I feel that Libraries/AVC should point out to
potential producers, areas of information that have not been covered or covered
insufficiently. Also the Libraries/AVC should point out contradictions and
possible correlations in information if discovered.

In the development section, the Libraries/Audio-Visual Center should act
as consultants on what would be the best media or medias in which to record the
information. Also the Libraries/AVC should point out the best types of organi-
zation to be used to present the information.

In the production, (recording) section, the Libraries/AVC should act as
an information source as to where to get the information recorded. Thin does
not preclude the possibility of the Libraries/AVC doing production. The
Libraries/AVC should also instruct prOducers in how to get the information
recorded. Finally, the Libraries/AVC should do proofing of the information
before recording.

In the utilization section, the Libraries should be involved in the
acquisition of recorded information. But the Libraries/AVC should also select,
which means checking each unit. of recorded information against a published set
of .criteria. In addition, the recorded information should be organized for
storage in such a fashion as to insure easy, fast and accurate retrieval:. Also
there should be help'given to the consumer enabling him or her to ask, the right
questions sc as to retrieve the information necessary to solve his needs. This

help should also include a follow-up to insure that the retrieved information
fulfilled the customer's needs. This information should be feedback to the
inception and/or development stages.

One other area that should be considered is the area of research into how
to t,^ot 111-.iLize infnmf.ttirn. I feel that the Libraries/AVC should be involved in
and encouraging the pursuit of research into how to increase the. quality of
recorded information in all four sections of the spectrum.

summary, I feel there are four, posslbly, five, sections.to the pectrum
of recorded information and that the Libraries/AVC should be involved in all of
these areas. However, I feel that the mission statement and objectives only
make a commitment to a very small area of the utilinItion soctinn. This them is the

reason for this paper.



D.1. What would you consider to be the advantages of the general adoption df
formal Level III Performance-Goals for each unit?

There were varied views concerning 'the advantages general adoption of formal
Level ;II Performance Goals for each Unit. One respondent saw none. The
remainder tended to stress that the use of goals could be expected to lead
to:

- better as8ignment of resources and prioritial (6 mentions)

- better analysis of the role of the unit (5 mentions)-

- motivation for/sense of achievement (4 mentions)

- better understanding of duties, especially during ttaining
(4 mentions)

- more purposefulorganization/management (3 mentions)

- better monitoring (3 mentions)

One view is that in a well-run unit Level III Performance Goals are unnecessary.

D.2. The disadvantages?

A variety Of disadvantages were seen. In some cases these were potential
disadvantages or dangers. Especially frequently mentioned were:

- continuing effort needed to establish and revise goals

- removing of incentive to excel

- danger of becoming too rigid or restricting .

In addition their general adoption was regarded further bureaucratizing the
libraries and a "dorwmgrsding of expected professional attitudes".

po,v9It tap.hk their use would be feasible?

''Yeal, .8 No: 1 Other replies 7

There' seems to be a strong feeling that their introduction would be difficult,
that resources would have to be matched to the goals and that allowanO4
made fbr factOrs outside the control of the unit concerned. FurtherMore

.4 goals would be more applicable in some areas than others.

E.2. If',80, do you think their use would be desirable?

Yes: .,13 No: 1 Other replies: 8

SiMilarly,aoautious endorsement.
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Recommendation

The study team recommends that adoption of the stataent of Mission and
le&sentation as a basis for the development of the Libraries and Audio-

Center. This atateent should be used as a basis in reviewing the actual
and proposed programs of the Libraries and Audio-Visual Center and should itself
be subject to review.

PERFORMANCE GOALS

Whereas the statement of Mission and implementation is intended to relate to
the Libraries/AVC as a 'hold, performance goals areseen as designed for individual
units (or individuals) within the library system. They are, as defined and
illustrated' above, intended to act as guidelines for day-to-day decisions con-
cerning priorities, use of time and resources, and as a yardstick by which to
assess performance and results.

The study team conducted an inqu ry designed to seek the views and experience
4rof heads of some thirty rather orbit ily defined funite" within the Libraiies/WC.

The questions asked and the seventee replies received can be summarized as
follows:

A 1. Have you aly experience nr using written Level
in the Pardue LibrariesZtVC?
Most respondents do not ave any experience of
Performance Goals in the Purdue Libraries /AVg,
minority (about one-third) do.

III Performance Goals

using written Level III
but a sign4ficant

'A. 2. How far haveyou used written statements of a vaguer nature?
Fewer respondents used written'atatessenza of a"vaguer nature.

A. 3. How far, in your work, do jou use unwritten (even unspoteul)
Level III Performance Goals as a guide?
Nearly all responders use unwritten tgoals as a guide to action.

B. Are you aware of anyone at Purdue LibrariesjAVC who could answer "Yes"
to A. I. - A. 3.?
Very few.were aware of the use of Level III Performance Goals 4: other
Purdue Libraries/A1C people.

'

Are you aware of any such experience in libraries elsewhere?

Very few were aware of the use of Level III Performance Goals by others
elsewhere.
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Recommendation

The responses could be taken to .suggest that the respondents are, with
reservations, more in favor of the use of goals than their present usage would
indicate.

37. The study team believes that moving toward the broad use of Level III
performance goals will make a significant contribution to more effective Librar.
iesibadio-Vinual Center operations. The study team is conscious that there may
be significant problems inIthe implementation of Level III performance goals
in the Libraries/Audio-Visual Center environment. Nevertheless, the study team
recommends that the use of Level III performance goals be tried in one or more
parts of the Libraries /Audio- Visual Center system on an experimental basis.



CHAPTER III

PLANNING
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This chapter is based on the report of the Task Force on Planning.
Membership of the Task Force was 0..Dunn, H. Schroyer, R. Simon, C.
Stafford, Chai rson, and /% Zidar.



Introduction

This chapter is concerned with planning as a procept and not with plans
per se. The first step in the study of the planning process was to define it:

The planning process is the organized, logical approach and continuing
process to professionally assess, evaluate and forecast the needs and
resources (human and physical) of the system in order to maximize the
coordination, of the components, creatively develop the necessary pro-
gress and fulfill the needs of the clientele resulting in a more effec-
tive working structure.

As a second step, the Task Force interviewed several University officials in
order to find out what type of planning process was in effect at Purdue and what
the Libraries/AFC's relationship was to it. The University officials interviewed
were John Hicks (Executive Assistant to the President), John-M. Caseady.(Chair-.
man, University Senate Library Committee), William Romero (Chairman, Educational
Equipment and Aids Committee), and T. Michael Elliott (Assistant Provost). 'They
indicated that enrollment predictions, planning fbrecasts and procedures have
been decentralized. , A-prime factor of this decentralization has been University'
administration's policy of appointing strong Deans who run their schools and
000pete with each, other for available foods.

Concurreniligge appear to be two endeavours which will facilitate.a more
formalized and centralized planning process.at Purdue. The first endeavor is the-..
creation of an office which is charged with general institutional planning includ-
ing long range planning as well as budgetary responsibility and liaison with the
Commission on Higher Education for the State of Indiana. This office is headed
by Dr. Elliott (Ed.D., Higher Education Adidnistration). The second endeavour is

the creation of the Commission on Highei Education for the State of Indiana,
charged by statute to coordinate the plan for higher education in Indiana.

The third step was to use*the six principles of planning as bases'for evalu-
sting our present planning process and for making recommendationerfor future,:
viable planning.

7t Palming arehe six principles:
.

1) University plans and the Libraries/AVC plans should be carefully,

interrelated.
c) The approach the Libraries/AVC takes to planning should itself be

planned.
3) The Libraries/AVC plahning should be logical, comprehensive, and

action-oriented.
4). The Libraries/AVC should pursue a continuous planning effort that

... relates. the'. formal organization to the basic steps ofsaplanning
fkaieWork and productively ,involves the tibraries/AVC staff members.

5) Anbstantial staff skills should be committed to the continuing
planning effort., .'

'.6). The Libraries/AVC.Planning effort should utilize recognized manage-
ment tools such as forecasting, objective setting, and programming
of courses of action.

Before proceeding, it-is necessary to make a distinction between short,
middle and long range planning. The short range planning encompasses the present
to one or'two years in the fUturee Short range should include great emphasis on

Se all levels of mtnagement resulting in strong for day-to-day operations.
f ",

+Zs
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Middle range planning contains plans from the present to five years in the future.
It gives overall guidance forthe formulation of the detailed short range planning.
Long range planning includes the presenlp.to ten years plus. The length of the long
range period of planning for the -Libraries/AVC would depend on the areas under
study and the length of the period of long range planning as defined by the afore-
mentioned office charged with University planning. Long range planning will be ct
a general and global level.

University plans and the Libraries/AVC

plans should be carefully iqtprrelated.

Historically there has been little evidence of strong central planning except
for the short range type which is tied to the budget and the long range type for
the allocation of funds for structures. Recognizing this past state of affairs the
University has delegated the responsibility for planning to the aformentioned oifice,

which after the current budgeting crises have been successfully resolved; will pUrsue
a course of coordinated, centralized planning. Once this more foimal planning pro-
cess has been initiated, there should be forthccming planning documents for the
total University which will enable the Libraries/AVC to interrelateits planning
process as an inherent part of the overall University planning.

It should be emphasized that it is the feeling of the 1111,4 TS that it is
mutually incumbent and essential upon the University and the Libraries/AVC to .

interrelate their planning processes in order, to fulfill their individual and
related missions.

The approach the Libraries/AVC takes

to planning should itself be planned

Generally, the Libraries/AVC have in the past met this principle for short
range planning. But by formalizing the planning process to include middle and long
range planning, .crisis situations can be minimized in frequency and intensity and:
hopefully resolved into manageable problems before they become crisis sttuations..-

. Also,' good planning must be carefully organized. While this realizati "n and
admission is in itself a major'step tard good planning, there is still quite
evidently a need for the prop= establishment of carefully thought out procedures
for the organization of planning on every level of supervision Within the Libraries/
AVC. However, for all intents and purposes, middle and long range planning did not
exist except for planning building funds. In addition, the diverse natures of

the departmental libraries have made it exceedingly difficult to consistently cen-
tralize the planning for the Libraries/AVC.

By the sane token, the Libraries/AVC's planning needs to mesh with the Uni-
versity planning activities. One of the characteristics.of this formalized planning
process would be the de,legation of responsibility for planning to an office in the

Libraries /AVC adpinistiation. This office would be organized to intlude the essen-
tial involvesent of the entire staff. Indeed the emphasis voila. be 'on the stimu-

lation and coordination rather than the initiation of plena. Another characteristic
would be continuing quality control which would review and vpdate the planning pro-
duced by the aforementioned process.

Libraries AVC planning should be lo ical

comprehensive and action-oriented

The Libraries/AVC have generally met this principle for short range plahning.
In order to meet-this principle more fully in the future In all levels of planning,
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the . Mar Man feels Alla see person ,mbeild be
given the responsibility to oversee that planning is done and that a planning pro-
cess is established. It is also felt that the planning process should be tied to
statements of mission, philosophy and objectives and that these statements should
be.used to assess the ends the Libraries /AVC wish to achieve. When these ends are
formulated, the strengths and weaknesses of the present services, program, personnel;
space and financial support should be \considered in order to plan the future develop-,
sent and policies -of the Libraries/AVC., It is necessary that the units produce-short
fangs plane coordinating the overall Libraries/AVC's plans within all three planning
time periods. The office in charge of planning-sets up &time table with assigned.
responsibilities to the complete staff. \,

Libraries/AVC should Pursue a continUous planning

effort that relates the rural organization to the

basic steps of a planning framework and productively

involves the Libraries AVC taff members.

The Task Force feels that the entire stall' shoUld have continuing input into
the planning process. It is felt that documents relating to planning should be avail-
able to the staff. There should be at least an annual review of all existing plans
by the entire staff. Encouraging and aiding the staff in keeping abreast of the
current developments, techniques, latest advancements is a prime requisite in the
planning process. 111,

Substantial staff skill should be com-

mitted to the continuing planning effort

It has tee; stated that an office should be given this responsibility for the
planning process. The responsibilities of this office would be establishing planning
schedules and guidelines, assembling basic information and data needed for identify-
ing bases for evaluation, coordinating the ov *all planning effort, and consolida-
ting individual and group unit plans with the master plan,

The abovementioned functions are some of the more important aspects that this
offide performs. In addition, the Task Force feels that the podition fOr planning.
should have the status and ririk.of at least Assistant Director. Since the Libraries/
AVC does not exist in a vacuum, it is necessary to continue involvement in the
planning processes of the faculty, the administration, and the students.
There should be a continuing productive dialogue in the planning prOcess between the
abovementioned sources and the Libraries/AVC. Also, outside professional and
technical resources should be drawn on whenever possible.

The Libraries/AVC planning.efrort should utilize

aAane.sstrecOizedmemichasforecasti,

[ objective setting, and programming of courses

of action

In the past, there has been little evidence of long range planning. The Task
Force feels this has been unfortunate because it could have been of valuable assis-
tance in calculating the impact and effect of both recognized and unrecognized
trends in and on Libraries/AVC management. Long range forecasting requires suffi-
cient statistical recotds for proper quantitative comparisons of past and present
performances in order to identify significant trenAs. From these brojected trends
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objectives must be developed in Libraries/AVC management: However, some-research
and development will be necessary to insure the feasability of the objectiv4S and
the processes derived therefrom.

%ow

It is incumbent upon the planning process'to include self reviews to check its
predictions and objectives. The-planning process must prodUce.plans that state in
essence what will ha pen, by whom and specify the, resources needed. The. Libraries/
AVC's plans of action\must consist of realistic, workable programs that can reach
optimal implementatic4via annual budgets, operational plans and day -to -day activities.

It can be stated that considerations of both quantity and quality need to be

incorporated intoa full planning process, otherwise the system will suffer. If

quality and quantity are considereCtwo independent variables by the planning pro-

cess, the service derived from the planning process will fail to reach the optimum

level desired.

4

0
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RECOMMENDATIONS

The Study Teem makes the following recommendations with respect to the Planning
process.

29, The Libraries/AVC planning process should be formalized.

30. The process should have the involvement of the entire staff espeCiai4 with
resppct to their own units.

31. The process should interrelate with the rest of the University.

32. The process should contain a qualitative control review.

33. The responsibility for the coordination and initiation of planning should be
assigned to one person.

4. A Planning.Office should be formally established under the supervision. of the
Associate Director, bringing together the functions of .planning, budgeting,
personnel, management information, systems andresearch.

r
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CHAPTER P/

BUDGETING

(t%''.1

This chapter is based on the report of the Task Force.on Budgeting. MAWber-
ship of the Task Force was Geri Bausgart; Robert Farris, Chairperson; Richard
Funkhouaer; sbd Charles Long.
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The Task Force proceeded to compile iti,,report in the-following manner:

1. Weekly meetings were scheduled wherein all aspects of the Libraries/AVC
budgeting were discussed.

2. Charles Long, business.edministrator lor the Libraries/AVC wrote a
description of the present budgeting prosedured (Attachment 1).

The Task Force examined:samples of the.decision element forms used

, in the budgeting procedure (Attachment 2).

4. Mr. Long provided a summary of the 1972/73 fiscal requests which shows
the original preliminary budget request based on the decision elements,
the revised -preliminary budget request based on minimum needs, and the
new funds actually received (Attachment 3).

9

5. Input was solicited' from supervisors.-
6.- The Task Force interviewed Mr. Dowden, Aisistant Director,fbr Reader Services.

7. The. Task Force familiarized themselves with the assigned readings.

4

GENERAL OBSERVATIONS

The overall budgeting process is a complex procedure much of which
is dictated by forces over which the Libraries/AVC or even PurdueUniver-
sity has little control.

Most
developed
form:

organizations and especially governmental organizations have
an annual budgeting exercise which usually takes the following

1. An unrealistic budget request is submitted which asks for more
funds than the agency really expects to receive.

2. A more realistic budget is prepared which purPrtedly identified
the minimum amount offUnds necessary to operate without deteri-
oration ofAuality in the ongoing programs of the agency.

3. The actual money allocated is almost always, less than either of
the above requests.

-44
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It is questionable ;;;Iether or not the time and,effo/ expended

in this lengthy and elaborate ritual can be justified, nevertheless,
because of the vagaries bb It into the system, it would appear that
an honest, realistic initial budget request would never be granted.

THE ROLE OF THE LIBRARIES OE

The Libraries/AVC is not spared from this annual time consuming
routine. It completes the above outlined steps and customarily re-
_selves an increase in funds. Part of this increase represents a fixed
percentage increase in salaries and wages and the other part repre-
sents new money for other purposes. One favorable feature of the
present procAss is the flexibiltty allowred for the expenditure of this
other purpose money., The Libraries/AVC can allocate it in whatever way
is deemed beat, however, once the overall University budget is approved
by the Board of Trustees, any subsequent reallocation of funds requires
special approval from the Provost.

The fact of the matter is that in recent years, any new money has
hardly been enough, to compensate for constantly inflating costs. This

has made it extremely difficult for the Libraries/AVC to institute any
new programs. Only occasional budget items, such as the courier service

(edbsequently renamed the book delivery service) or the refurbishing of study tables,
e have bad enough appeal to elicit increased funds from the University budget administrw

The Libraries/AVC have not always been sufficiently informed about
prospective plans and programs of other University schools and depart-
ments to be able to coordinate their budget requests with what is
actually happening or with what is about to happen in the University

community., This has been demonstrated several times in the recent past
lby certairi4epartments instituting new doctoral-degree programs with
little regard for inadequate book resources and even less effort being
Made to aid the libraries in increasing their book budget. The opposite .

effect occurred several years. ago when the HSSE School succeeded in
achdAving a huge increase in their book funds with hardly any considers:-
-tion being given to the problems this created for the library in terms

of the need for more personnel, space, equipment, etc.

On other occasions, some departmental libraries have been granted

Additional space in-the buildings they were housed in only to discover
that maximum use of this space was difficult because there was no

Accompanying increase in the capital equipment funds to provide the
necessary furniture and shelving.

THE ROLE OF THE SUPERVISORS

The majority of the supervisors f.sel they have very little input

in the makeup of the budget. However, few had any concrete suggestions
as to how to improve the existing budgetary process.
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Salaries

Apparently all supervisors are consulted about the hoUrly wage rates which
.1.111 be paid each individual employee for the coming year. One common complaint
is.that too many support staff salaries remain pegged at the minimum University
rate scales: These University wide rates have been increasing by five to fifteen
cents per year. Since the clerical increases rarely ever exceed these mandatory
"relies*, many clerks are never able to rise above their minimum rate. Rarely
is there enough money left over to reward thoa4W4pPlayees doing an outstanding
job.

/ There is a d*tinite need to' define what constitutes a merit increase as
well as to clarify how a merit award system works.

Personnel

Very few supervisors feel they are consulted conceriling,the

number of staff they consider neces'sary to perform the workload they

foresee for the coming year. Readers Services are asked informally

at a meeting to make requests for whatever additional personnel they

think are necessary. The Technical Services seem to operate more

on a crisis basis receiving additional personnel only when dlomplaints

from influential sources force the expansion of Units in order to

alleviate back logs.

Supplies and Equipment

Readers Services librarians are also asked during the year to

send in requests for major supplies and equipment. This is usually

done informally at a meeting. Some Technical Services Unit heads have

adopted. the routine of appending a list of their equipment needs to

their annual report.

Ons,major complaint is that there is rarely any response from

the library administration as to whether or not these requests will

be fulfilled. The equipment either arrives during the year or eise

it doesn't. A partial list was circulated this past year 'showing

what had been ordered up to that date but containing no information

as to whether or not the remaining requested equipment would ever be

ordered.

Some departmental librarians' rem nt the fact that in gte instances

thei(/requests are answered by a coun -request from the library adminis-

trators asking them to seek the necessary funds from their Department

Head and/or School Dean. It is felt this is an undesirable as well as

a self-defeating practice since in essence it conceals the true cost of

operating our decentralized library system.

Thpre is no allowance in the budget far maintenance and repairs

of a minor nature for which outside services are unavailable, such as

assembling equipment which comes in pieces, repairing tables and chairs,

minor electrical repairi, replacing paper cutter blades, etc., etc., etc.

This type of need could best be satisfied by the addition of a_full time

handyman in the budget. Money should be budgeted for the express purpose

of replacing worn-out or obsolete equipment.
1



Library Materials

Most supervisors do not have any input concernillg the amounts
of money allocated for books and serials. Unfortunately, this sum

is dependent upon the amount of money allocatedto the libraries by
the University and their amount usually remains proportionately the
same as the previous year.

Some departmental'librarians have acquired an almost independent
attitude in this area since they have grown accustomed to receiving
large grants from non-library sources with which they satisfy their
book buying requirements. Some University departments are also trans-
ferring funds from their S'Re E budgets to the Libraries/AVC book
budget. While it would be foolhardy to discourage either of these
practices, they do create an unsound situation. Neither of these
sources of funds can be depended upon to continue indefinitely. Also
the failure to include these additional sources of funds in the annual
book budget totals distorts the actual costs of operations. .

AT q'tt*;./ a 4

Some supervisors felt there should be a special allotment in the
book budget for the purchase of bibliographical materials, such as
the G. K. Hall book catalogs.

There was a complaint from the General Library alleging that they are being
short changed in the budgeting procedure since they are considered as just one of
28 libraries, whereas. in terms of books received, number of users, number of
books and reference questions answered they carry roughly half the workload of
the entire aystem.

There were several complaints concerning the account procedures used for sub-
scription and continuation orders:

(a) .Standing orders for irregularly published monographic series are included
with the figures for regularly published Journal subscriptions, It was recommended
that these etanding orders for-irregular issues be eepgrated from journal subscrip-
tions and combined with continuation orders.

-(b) There was a recommendatlon that departmental libraries be given one
lump sum for books and serials along with the authority to spend this money on
either books or serials depending on the needs of the particular library.

(c) The monthly accounting sheets should be broken down by account .numbers.

(d) Continuation orders should be arranged by the ordering libraries in
order to provide them with a clearer picture of the amount of money committed
for the year.

Along with this was a request for better statements concerning
the status of book orders.

Conclusion

Budgeting is a complex process which is interrelated with several
other facets of this Management Study such as Planning, Organization,
Management Information and Policy.

If there is to be a major overhaul of the present budgeting
procedureS, it should be done gradually and in conjunction with major
overhauls in these other areas.
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RECOMMENDATIONS

The Study Team makes the following recommendations with respect to Budgeting.

17. In order to ensure cooridnation of academic programs with library needs, commu-
nication between the Libraries/AVC and all academic departments should be
improved.

35. Long range budgeting for priority items desired by the library should be
instituted in conjunction with long range planning.

ko. Supervisors should have more input into the budgeting' process. A question-
mire should be designed and sent out at an appropriate time each year on
which they could list requests for additional personnel, equipment and
materials along with their reasons for these additional needs. If these
requests are given serious consideration, the supervisor should be called
in to further justify these needs. If the requests are not given serious
consideration, the supervisor should be so informed,

75. The entire concept of merit raises with respect to both the principle and
the mecahnics deserves a thorough review, especially in connection with the
effects of the Bracket Index, the giving of merit raises during the year,
and the use of salary savings.

The Libraries/AVC should gradually assume the full cost of providing furni-
ture, equipment and wages for the departmental libraries and discontinue
relying on additional funds from the University departments for these pur-
poses.

41.

16. Provision'should be made, in staffing the Libraries, for minor repairs to be
beadle internally.

43. The school, departmental and floor librarians should use more initiative
and control in developing collections relevent!to Purdue's needs.

42. The total book budget figures should reflect the additiOnal'book funds
received from outside sources.

39. The present allocation of funds for, library-materials for the various
subject areas should be studied in Order to determine if there could be
a sore equitable distribution,'

50. The accounting procedures for the purchase of subscriptions and continua-
tions should be studied and revised so that clearer and more detailed
reports would be available.
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.BUDGET TASK FORCE
BUDGETING
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The University Administration is presently working toward a 10 year,

five year, biennial and annual budgeting format, which is always subject to

revision, but does provide a budgeting vehicle for planned sequencing of

budget, areas.

They current budget method:

1. Preliminary budget pubmitted in the fall of each year to the

Provost for the coming fiscal year.

A. Procedure --

1. Requests submitted on decision elements arranged in
priority sequence by fiscal yeai, usually submitted
for one to three year periods. This system is de-
signed to incorporate long range grills with short
range goals. See attachment for example of
Decision Element.

2. Normally on preliminary budget requests there is
no restriction on dollar requests.

3. The timing of preliminary budget requests is depen-
dent upon the activities of the State Legislature.
Generally speaking, in odd numbered years, when the
Legislature is in session, the budget will mAlt be
due until late in the spring of the yedr.

2. Once the preliminary budget requests have been submitted and the

. University is aware of the available funds for the coming year,

allocations are made to each school based on the information

submitted on the Decision Elements. Since the preliminary budget,

requests were not restricted. as to the dollar amount, experience

of past yearsj indicate the funds received will be considerably

less than the amount requested. This action results in a number

of things to be considered:

A. If long range budget plans properly incorporated the short

range goals this - change in the fUnding level necessitates

a change in long range budgeting positions. Inadequate

funding for the coming year throws off the schedule for

the future years.

B. Since the funding for the coming years is less than the

requests a re-arrangement of.priorities must be made

based on the amount of funding received.
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C. The additional funds for the new year are usually divided

between salary increase money and new money. We do not

have to request salary increase money. The University

administration determines the dollar increase based on a

previously determined percentage increase which is then

applied to each existing salary budget. Each element of

the University is Permitted to re-allocate its funds at

budget time switching from one category to another pro-

vided the changes are justified. The rules for budget

preparation remain basically the same each year, but

changes are.made and special approvals are granted to

allow some flexibility.

At the level of the Libraries and AfIC the following

actions take place.

1. The salary increase money is allocated usually on
a percentage basis equal to that given by the
University to each division and unit. Individual .

merit increases are determined by the appropriate
supervisors.

3. After it is determined how all funds will be allocated for the

next fiscal year the information is put into the appropriate format.

The format is presented to the University Administration in totals

of -- Salaries and Wages, Supplies, Capital and Library Materials.
4

Once the allocation of funds is determined at budget time any re-

allocation of funds thereafter requirea,rspecial approval from the

Provost's Office. Any change requires an appropriate justification

on the part of the Director of Libraries and Audio-Visual Center.

4. Each year in the spring, after the Director of Libraries and Audio- .

Visual Center has presented the budget for consideration, a formal

meeting is set up with.the President of the University to review

the budget. At this time the Director has the opportunity to

make comments, special requests and generally discuss the funding

for the Libraries and Audio-Visual Center. In many instances UTE-

Director is called on to justify his actions resulting from the

allocation of funds.

After the formal budget presentation, the budget is presented to the Board

of Trustees of the University for final approval.

At,this point the cycle of budgeting begins anew with preliminary budgets,

and plans for the coming years.



ATTACHMENT 2

PURDUE UNIVERSITY
DECISION ELEMENT

1973-74
Fiscal Year

/ / New Function Libraries AVC
School or Area

Function Expansion or Improvement Reader Services
Department

1530
Department No. Element No.

6
Category Major No. Sub No.

I. SUMMARY

A. Campus Libraries Courier Service
Brief Name of Request

B. PRIORITY 73-74 1

C. APPROVAL

Year Department Priority No. School or Unit Priority No.

9/15/72 9/18/72
Dept. Head Signature .Date Dean or Director Date

Signature

II. DESCRIPTION AND JUSTIFICATION

Describe the nature and purpose of the request with particular emphasis on how it
relates to your mission. Indicate both tangible and intangible benefits and outputs
anticipated. Enumerate alternatives considered and the criteria used in the selection
of this alternative. Identify any contingencies that may be present (legislation,
matadng fun4#) etc.). Attach additional sheets if needed.

The effectiveness of a libraries system is dependent in part on its ability to
deploy materials where they will do the most good at the time they are needed. The
libraries on the Lafayette campus together hold an outstanding collection of
materials in agriculture, the sciences, and engineering but access to these
materials is uneven because of scattered. locations around the campus, inadequate
library quarters, limited staffing, etc.

As a means of making better use of the materials that are available it
is proposed that a courier service be established to provide frequent and rapid
delivery of materials between the libraries on the Lafayette campus, including
the 9th street warehouse.

Duplication of materials is a partial alternative, but it'is clear that
there cannot be unlimited duplication to meet every demand. It is also
apparent that increasing use will nc-re to be made of storage spaces wherever

available.

Funding for a .5OFTE position on a non-recurring basis was granted for

1972-73. It is requested that this position be funded full-time on a recurring
basis beginning with 1973-74. A half-time position will permit only partial
implementation of a pick up and delivery service among the 29 libraries in the
system as well as additional locations in academic buildings and residence hall
locations.



/XI. PERSONNEL

IN/

-2-

ATTACHMENT 2

4

Summarize the duties, responsibilities and salar each staff addition. Indi-
, cate if positions are academic or fiscal year ap ntments. The total'detailed below
must agree with each of the personnel categorie6 listed on Page 4. Assume no salary
increases from year to year, show only additional positions among the years.

Truck Driver
Operate truck for rapid courier service between libraries, and other

locations. Is responsible for security of materials handled.

Fiscal year appointment $6240

i. SUPPTXTR AND EXPENSE

Additional funds requested for supply and expense items should be explained and
related to specific needs, i.e. increased laboratory supplies for increased enroll-
ments, transportation, equipment repair, communications, etc. The total must agree
with the Supplies and Expense total shown on Page 4.

Equipment operation and maintenance

V. CAPITAL

Capital equipment items should be listed below and their total must agree with
the Capital Category total shown on Page 4.



ATTACINENT 2

OTHER SUPPORT

04f.Y.; S

Include in this section additional funds requested for Library, A/V Center, Compu-

ter and other support services. Total must agree with Other Support total on Page 4.

VII. SPACE REQUIREMENTS
0

List below in the following categories space needs associated with this request:
A. Change in use required of space assigned to department but no remodeling

required. Identify roams.

B. Alteration of assigned space required. Describe and identify rooms.

C. Additional space required other than that which is assigned.
At a minimum you should consider your space needs'for classrooms, teaching

laboratories, research laboratories and offices. Your requests in categories A,
B and C must be cleared through Schedules and Space. Additionally, space requests
for the immediate budget year must be supported by Physical Plant estimates. Total

of space costs must agree with Space Category total listed on Page 4.

VIII. FUNDING SOURCES

Please indicate all Sources of funding (including departmental) for the request.
If matching is involved describe the arrangement. Anticipated users of Reserves
should be identified. Include income estimates if appropriate. Gift, grant or
contract arrangements should be shown. Indicate any obligations that are assumed by
acceptance of outside funds. List total of this section on. Page 4.

IX. MINIMUM FUNDS REQUIRED

If not fully funded, what would be the minimum amount required to undertake the
requested activity?
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CHAPTER V

ANAGENENT moRmATIoN

This chapter is based on the report of the Task Farce on Management Infor-

mation. Membership of the Task ?brae was W. Corn, J. M. Rankest D. Moses,

M. Skinner and D. Taliver.
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'INTRODUCTION

Management Information has been defined as the process of securing and
analyzing information on library activities that is required for management
control. The function of Manwment InforMation is to support the library
manager in making necessary decisions.

Management tnformation must serve policy making management at the top
level and operating management at the middle level'of the organization for
purposes of, respectively, devising future plans and controllinghday-to-day
operations.

These levels are defined by Anthony as strategic planning and management
.control.

Strategic planning. is the process of deciding on objectives
of the organization, on changes in these objectives, on the
resources used to attain these objectives, and on the poll -
cies that are to govern the acquisition, use, and disposition
of ihese resources.

Management control is the process by which managers assure
that I' sources are obtained and used effectively and effi-
diently in the accomplishment of the organization's objec-
tives.*

BACKGROUND

Concetn for accountability in education'has beenreflected at all levels;
local, state,sand nationally through MagyprOgramt, articles, and reports.
Tlie'Oarnegie Commission's report entitled The Fourth Revolution affordt an
excellent example of national Concern and future trends in higher education.
This report provides emiihasid.and outlines philoiophy:and programs required
to maintain qUality in higher education through the coming years-. The State
of Indiana recently formed a Commission for Higher Education tO plan and
coordinate state-wide develOpiients among thepublic-supported state nstitu-
tions. Purdue, lead by a new President and administration, including a new
Director of Libraries/AVC, currently is examining several alternatives to
meeting its mission and on-going programa. Thus, these forces have greatly
enhanced the potential and need for using management informatign effectively
in the coming years Within the Purdur University Libraries/AVC.

014

Currently, much information is collected within the LibrariesAkVC.. How-
ever, the value and use of this information is sometimes spotty and limited.
This is notrto infer that information is not consciously collected:and reviewed,
but: rather thatlipecifit management'goals are nct the basis for which 'statistics
have been kept Much of what currently is Collected is based op programs,

*Robert N. Anthony, Planning and. Control Systems: A Framework for
Analysis, Harvard, 1965
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policies, and procedures of past administrations when the University was
undergoing a period of great growth'and, quite naturally, Was beset with
problems and priorities unlike those faced today. Annual reports containing
quantity counts{ i.e., materials cheaked out, in-library ueage, patrons
entering or let:tying, etc.,. along with, narrative descriptions of services
provided and the quality thereof were quite sufficient to justify and
support future budgetary requests.

The Libraries/AVC is very susceptible to outside stimulus. Strong cri-
ticism has been launched from most every corner of the campusweaknesses in
subject collections; inability to respond to specific requesta; indifference
of personnel; inadequate facilities; processing lags; circulation problems;
etc. Internally, appropriate information is not readily available in the
following areas:

1. Statistics and information about users - -who are they,.their habits,
what they use, etc-

2. Statistics about the use of the collections.

3. Work load and work.flowlotasurements, output statistics, and perfor-
mance standards.

4. Required resources for accomplishing certain library tasks and
services..

5. Equipment allocation, depreciation, and replacement decisions.

These areas deal primarily with budget, policy, personnel, and planning.
Management decisions considering proposed changes in programs or polity-are'
becoming increasingly more difficult to justify without strong statistical
estimates, or even exact data reflecting cost - effectiveness, the demand for
and use of services, the productivity of staff, etc. Further, several alter-
natives must be examined as each potential program or policy is weighed. In
view of budgetary Constraints and pressures, a new emphasis is placed on the
need for management information. The development of an information system
is a more or less continuous process from the time that it is first con-
ceived until it is in operation. The, emphasis now is to assess present methods

of data collection, evaluate its usefulness in terms of today's needs and
project future requirements.

The Task force tried to determine what management information was being I

collected in the. Purdue University Libraries/AVC and how it was being used
by the various administrators and supervisors. The first effort consisted
of developing the questionnaire found in Appendix A. This questionnaire
was given to all members of Libraries/AVC Administrative Committee plus two
key personnel in staff positions. A week later, the Task Force held a meet-
ing wtth this group with the following results. Apparently the responder +s,

found the questionnaire to be either unclear, too broad, or unanswerabl.
In any case, the most productive finding of the meeting was,that this parti-
cular approach and questionnaire simply did not work with these individuals

and these circumstances.

!



/'Second questionnaire (round in Appendix.B) was developed and distri-.

buttd to l5 "key" administrative personnel in the Purdue Libraries/AVC. 0000As can be seen, the second questionnaire approached the management informa-
tion problem directly. However, with the response from this questionnaire,
plus a few additional informal interviews, it was possible to make some. major
inferences about management information, its use, and potential use in the
management of the Purdue Libraries/AVC. These inferences, conclusions, and
recommendations are found on the.pages which follow.

PLANNING

The Libraries/AVC has no organized means of securing the necessary informa
tion to support an effective planning program or even to monitor existing policies
and procedures. Therefore, the Task Force recommended that a central planning
office be established for the purpose of initiating and coordinating the gathering,
indexing, and disseminating of management information reports and studies. It
'Anther recommended this office should be responsible for analyzing and interpreting
data, information, and trends.

The Study Team, while sympathetic to this recommendation, felt that it wou1d*
need to be seen in the light of the recommendations in Chapter III: Planning.
The Study Teas: believes that a-1 supervisOrs should be involved in a formal
planning process especially vith respect to their own unit. A planning office,
°should, therefore, be concerning with the coordination and, if need be, the
initiation of plans. Since management information should be related to stra-
tegic planning and management control, the role of the planning office with respect
to management information, ought also to be primarily concerned with the coordina-
tion and, if need be, initiation of management information.

FINANCIAL ACCOUNTING AND CONTROL

Decisions concerning programs, policies, priorities, and even procedural
changes-generally are influenced heavily (and often unduly so). bythe impact
thl.W4articuler:change will have or might have on the budget. AlloCations
for the futtWerdepend.hesvilY on what was done in the past, thus often stifling
changes in priorities. Depreciating out equipment is unheard of and priorities
for replacing or adding capital equipment do not exist. Fiscalreports are
common yet they may not be meaninc-1.11 to all who feel they need such data.
The usefulness of such reportd is often reduced due to lag time between the
date a report was published and the need for current data.., Fiscal reports.
should be generated on a regular basis and supplied to management for review
and control. Programs, policies, and other priorities should diAate budget,

-Allocations should be based on cost effective priorities and Fast performances'
rather than external.or-internal influences.' 0

FLOW or LIBRARTNATIRIALB

Of concern here are processing activities, schedulai and time require-

ments, back logs, thrbugh Puts in each area, labor costs for each activity,

and elapsed -time. Other than elapsed time :nd through puts in some areas,

little is known about the MA of library materials through the Technical

Services Division. Questions remain concerning the selection ofvendors,

publisher Output, number and type of volumes which-likely will be'added,
status of orders, etc. An effort should be made to determine and gather infor-

mation which would focus on policies and procedures which maybe effecting

the efficiency of the autos. Also, a system should be developed whereby the

status of any given order is readily available at any time. The relationships,,

roles, and objectives of the various units within the Technical Services

Division should be clarified in order to establish better czeennication and

continuity of services.



PROFILES OF THE USER POPULATTOj

if VA,

Major questions concerning the demand for materials and services, the
usage of materials and services, and specific strengths and weaknesses of
various collections remain unanswered. Worse yet, these questions cannot
be answered until major shifts are made in the gathering of management infor-
mation. Currently, much iri%devant data is gathered while relevant data
remains uncollected. Questions concerning when to or when not to duplicate
materials cannot be easily answered. Thus, the cost effectiveness of various
collections, services, and staffing-patterns are nearly unanswerable without
either a major study or determination of appropriate changes in. the collecting
of appropriate information/ Management information need should be determined
which in turn would establish staffing patterns that are cost effeotive and
yet meet demands for service. Collection strengths should be described along
with the demand for materials, usage of materials, and user profiles. We
should develop the capability and the habit of predicting likely outcomes
of various alternatives concerning collection development, staffing, and
patterns of service:

There is expectation that the new circulation system currentlyin
the Overview Study phase by the Systers Unit gill provide a high percentage'
c4the needed information concerning collection use and user demands. Gener-

.
at$on and availability of management information of this type is to be one
of the prime considerations in the eventual design of the new circulation
system.

PERSONNEL

The Personnel Office generates management information through the aecumula-
tion of data concerned with selection, transfer, promotion, salary, and work
performance of library personnel. A report of statistical activity regarding
the number of hires and terminations by category is prepared on an annual

basis. But, there is little eidence that information is formally generated
to management concerning staff turnover and job satisfaction. Regarding stiff
attitudes, the tusk force generally P.:reed that there appears to be a lack of
"input" expressing staff attitudes and morale. This may be due in part, to
reluctance on the part of the employee to relate personal' opinions for. fear
of reprisal or punitive action, but this is not uncommon since it is a natural
tendency for employees to cast a war/ eye toward management. Management infor-
mation about employee attitudes can be valuable and should be encouraged.
Improving work flow and identifying '..:proved methods of operation within,
individual units and between units might.be better realized through employee

involveMent.

The personnel office should be responsible for providing information on
those aspects of operations which arc concerned with the rerationship of



management to employees Programs should be developed to determine and assess
staff 'performance and productivity. The staff 'should be encouraged,to evaluate
the training programs and the needs for revision of existing programs or the
addition ornew programs. By so doing, an information base could be-established
whereby staff strengths and weaknesses could be assessed. Thus, information
should be readily available concerning productivity, employee turnover, effi-
ciency,..and job satisfaction.

SUMMARY .

In summary, the Task Force on Management Information identified and examined
the various types of management information available in the Libraries/AVC and
attempted to assess its general impact on decision making and problem solving.
The Task Force quickly learned that identifying the manner in which currently
available management information is actually used in the Lfbraries/AVC was a
next to impossible job. The Libraries/AVC AdMinistration is thinking about the
information needed, to make long and short range decisions, how it should be made
available to the decision maker, and how it should be used in making the final
decisions.,

Almost everyone questioned agreed that decisions are made The time

using information, but no one could identify any system describing how it is
done. The only concrete. answer obtained from the-various interviews conducted
by the Task Force, was the identification of certain areas where appropriate
management information seemed tobe lacking. It is relatively easy to decide
to collect a certain piece of information andsbegin to generate long lints of
statistics, but identifying the ropy ate information to be collected and
determining how it can best be used In file decisiop making process is the really

difficult part. It is in this latter areawhere confusion results in the
Libraries/AVC.

Certainly this confusion demands that general areeii of needed information
be identified as esseitial-to the planning, control, and coordination of the

Purdue Libraries/AVC. It must,also be determined how this information is to
be used in the decision making process, and its renave importance in the
final decisions. It is believed that if this and various other -more specific
recommendations included in this report are encouraged.and-implemented, then
the Purdue Libraries/AVC is tell -on its way toward a coordinated long range

managementinformation system.

110

N"--
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RECOMMENDATIONS

Tile Study Team makes the foliating recommendations with respect to Manage-
ment Information.

46. Appropriate information in the following areas is not adequate. Needed in-
formation should be identified and collection implemented.

Statistics and information about users and potential users - -who they are,
their habits, what they use, levels of satisfaction, etc.

b. Statistics about the use of the collections as a,basis for allocation
of resources, discarding, replacement, storage, etc.

c, Work load and work flow measurements, output statistics, and performance
-standards.

d. Required resources for accamplithing certain library tasks and services.
Equipment allocation, depreciation, and replacement decisions.

54. A central planning office should be created to handle all aspects of manage-
ment information and to organize an efficient system for analysis.

49, Lag tines in reporting accounting and financial information should be shortened.

48. InfOmmation should be-readily available concerning the status of any order
frog selection until the materials are available for use.

56, Information concerning the cost-effectiveness of various alternatives in
staffing, materials, purchasing, services, etc., should be made readily
available. Major study is indicated here.

67. More information should be collected and made available concerning staff
morals, attitudes, productivity, strengths, weaknesses, relationships,
and turnover.

44. Basic general areas of needed information should be specifically identified
and both the need for the information and how it can be supplied and used
in decision making should be studied.

45. Standards acid "indexes" should be developed for decision making information.'

Related recommendations in other chapters include:

(47) The termination interview should continue to be an integral part of the
termination procedure. Data so collected should be evaluated to identify
trouble spots and recommendations for improvement made. (Personnel)

(50) The accounting procedures for the purchase of subscriptions and continua-
tions should be studied and revised so that clearer and more detailed
reports would be available. (Budgeting)
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APPENDIX I

MANAGEMENT INFORMATION

' 1. What management information do you have at your disposal?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
c. Work measurement or production reports from technical services?
d. Personnel files?
e. University wide policies and procedures which are available?

2. How is'current management information. reported to you? E.g., written
reports, informal oral reports, regular, as needed, etc.

a. Five' control reports?
1) Statistical reports on patterns of library use?
c. Work measurement or production reports from technical services?.
d. Personnel files?
e. University wide policies and procedures which are available?

3. What management information do you definitely need?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
c. Work measurement "or production reports from technical services?.
d. Personnel files?
e. University wide policies and procedures which are available?

4. What management information gathering would you liketo discontinue?

a.). Fiscal control reports/
b. Statistical reports on patterns of library use?
c. Work measurement or production reports from technical services?
d.4 Personnel files?
e.' University wide policies and procedures which are available?

5. What management information (which you definitely need) would you gather,
on a 7egular basis?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
c. Work measurement or production reports from technical services?
d. Personnel files?
e. University wide policies and procedures which are available?

6. What management information (which you definitely need) would you gather
on a temporary or occasional basis?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
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c. Work measurement or production reports from technical services?
d. Personnel files?
e. University wide policies and procedures which are available?

7. Do you request management ormation from all personnel involved in a
given activity, about which you are trying to learn, or does a sampling
procedure suffice?

a. Fiscal control reports?
b. Statistical reports:on patterns of library use?
c. Work measurement or production reports frcm technical services?
d. Personnel files?
e. University wide policies and procedures which are available?

8. What is the current flow of management information? Upward? Downward?
Lateral?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
c. Work measurement or production reports from technical services?
d. Personnel files?
e. University wide policies and procedures which are available?

9. Currently, what personnel are involved in:

a. requesting management informatiOn?
b. gathering management information?
c. compiling management information?
d. interpreting management information?

10. Ideally who should be involved in:

a. requesting management information?
b. gathering management' information?
c. compiling management information?
d. interpreting management information?

11. Who should not be involved in:

a. requesting management information?
b. gathering management information?
c. compiling management information?
d. interpreting management information?

12. How is management information. which you receive used? What is its impact?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
c. Worklmeasurement or production reports from technical services?
d. Personnel files?
e. University wide policies and procedures which are available?
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13. Who do you feel should be using management information?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
c. Work measurement or production reports from technical services?
d. Personnel files?
e. University wide policies and procedures which are available?

14. Currently, who uses management information?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
c. Work measurement or production reports from technical services?
d. Personnel files?
e. University wide policies and procedures which are available?

es

15. What percent4e of your decision making do you estimate to be based on
quantitative management information. as opposed to qualitative?
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CHAPTER VI

POLICIES: FORMULATION AND USE

This chapter is based on the report of the Task Force on.the Formulation and
use of Policies. Membership of the Task Force was M. Bailey, CHAirperson; A.
Dorsett; D. Ferris; and C. Snow.

The following working definition of the word "policy" hag been used:

"A policy is a generalized, theoretical statement, often explaining
why something should be done, i.e., the Gifts and Exchange policy."

This is different from an operation, which is how something should be done, such
as: what forms to use and how to record the information on forms. Policies are
used as a guide to individuals concerning the proper course of action to choose .

in various circumstances.

In the preparation of its report, the Task Force proceeded as follows:

-The Task Force examined the literature mentioned in the manual and
studied the ARL Occasional Paper'2 "Library Policies." They used the
Occasional Paper in preference to the manual in their study because
the Occasional Paper is more consistent and easy to follow.

-They formulated the questionnaire,(which is reproduced as Appendix I
of this chapter) and distributed it.

-They 'examined the results that were received and drafted this Chapter.
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The Purdue University Libraries/Audio-Visual Center have operated or a nudber
of years with a minimum of written policies. Policies Whith are formulated
should be very broad in scope. Policies should not become "letter of the law
performance"; they should be creative and imaginative. Several people, espe-
cially those on the administrative level, mentioned that a problem with written
policies is that they become to flexible and require constant revision,.

The Task Force on Policy conducted a lurvey of 47 people. The survey group was
composed of members of. the Administri lve Committee, unit heads, school and
departmental librarians, and 20 staff members. The Task Force wanted to ascer-
tain whether Or not the staff members might.have a different view of policies
than the administrators, the unit'heads, and the professional librarians.
copy of the Questionnaire is given as Appendix I.)

Our general observation of the'results of the survey indicates that the Librar-
ies/Audio-Visual Center lacks written policies in most areas. Those policies
which do exist often are found scattered in minutes of the faculty meetings,
Administrative Council, or unit heads. Memo's from the Director or one of the
Asaistant Directors or procedures manuals in various units and departMents
may iMPly policies. For example, a memo from the Director of Readers Services
concerning staffing for; Labor Day may imply that the Libraries/AUdio-Visual Center
has a policy of itaying open any day that classes are in session or tests are
being given. Another example is that the Cost Study of 1971 includes a state-
meat of objective for each unit, thus implying a policy for the relationship
among all areas of.the Libraries/Audio-Visual Center.

The bulk of the.written policies which were mentioned or submitted (see Appendix
II) involved rather narrow or specific policieti which often bordered on proce-
dures. Most policies cover items such afr'hours of service, loan policies, iden-
tification of borrowers, calving? gifts, reserve book room, etc. Few of them
are broad statements on Which narrower policies or protedures may be based.

The consensus was that the communication of policies, both written and unwritten
was a problem (Appendix I questions llb and 19). People become aware of un-
written policies in other areas that might affect their own operations by chance,
by running into a problem, by complaints from patrons, etc. Many responders
mentioned that policies should be communicated to all affected groups, includ-
ing staff, 'faculty, students, etc.

Most responders asked for one central resource for written polcies (question 19).

Many replies included lists of areas which people thought had written or un-
writeen policies. These lists should be checked by a future committee to de-
termine whether policies actually exist.

%milk

There was a general agreement (question 7) that the unit heads or department
heads Were formulating the written policies. The unwritten policies (question
13) are devised equally by unit heads, supervisors, and staff members.
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The majority of the areas surveyed used unwritten policies in.their operations
(question 8a). Most people favored written over unwritten policies (question 10).
Although people were vague about unwritten policies in areas outside their own,
many suggestions were given' for unwritten policies which people feel are needed
(question 11a). The Task Force prepared a list of these unwritten policies for
a futUre committee to examine (Appendix III).

Since unwritten policies often'are vague and subject to frequent change, few people
suggested specific unwritten policies that should be. reriewed, revised, updated, or
discarded (questions l2 and 14). It is not known how well unwritten statements co-
incide with written statements (question 15).

There was a split answer between "yes" and "don't know" on whether policies were
enforced equally in'all'areas (question 16). Most credited this to"varying inter-
pretations by supervisors or unit heads.

On the question of whether policies favor one type of client over another (question
17), the professional librarians tended to say that faculty and staff received pre-
feential treatment while nonprofessional staff often replied "no". The reason
may be that faculty and staff go directly to the librarian with special requests
rather than stopping at the circulation desk first. Perhaps all employees are
not aware of this favoritism.

Analysis of Policies
Ct, \

An examination of the policies mentioned or submitted (Appendix II & III) indicates
that in the area 'of University personnel policies there is the most coverage. In
general, the Libraries/AVC conforms to the University policies as presented in the
BUSINESS PROCEDURE MANUAL (the official University policy compendium), YOU AND PURDUE
(for clerical and service employees), the FACULTY HANDBOOK, and EXECUTIVE MEMOS. The

Libraries/AVC faculty itself has a constitution and a promotions policy. However,

many areas still need to be covered by some broad general statements; for example,
developing the staff resources, such as status and-role of the professional librar-
ians and the development of the support staff. A few complaints were mentioned,
such as coffee breaks and timeoff for classes; these were subject to broad inter-
pretation by supervisors and department heads. 101ne.person mentioned that'the

employee should have the right to.review his own personnel file.

The entire area of the Libraries /AVC relationship with:theteaching departments
is virtually untouched. There is nothing to define the role of the Libraries/AVC
in the instructional and research activities of the University. The role of the

departmental or school librarian or subject specialist in the, department6 with
which he works is undefined and subject to unrestricted interpretation. Should
the Board of Trustees approlle new degree programs without an evaluation of the
collections available or without provision for funds to build collections. Should
the Libraries/AVC supply space, equipment, textbooks, programmed instruction work-
books, etc., for the tutoring programs such as that of Black Cultural Center.
Should the departmental libraries purchase the 20 cassette recorders required for
a mini course or should the instructional department? Should the departmental
libraries spend library funds for books, journals, etc., to be used exclusively
on a research project on which 6 graduate research assistants are receiving funds,

or should the instructional department? These and many other questions cannot be
answered until some policies are promulgated.
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The Libraries/AVC lacks a-clear definition of which departmental library is
responsible for which, subjects. The Approval Plan provides for assigning books
based on the class schedules of the instructional departments. The research
projects, the interdisciplinary programs and areas such as higher education or
history of science defy subject assignment. The lack of a clear policy on the
orderingf cataloging, and storage of audio-visuministerial results in a multi-
plicity of overlapping systems on campus. The role of the Libraries/AVC
faculty in the selection of material end, the control of the budget, compared
to that of the teaching faculty, is fUzzy in most situations. This is a very
controversial area which required additional attention.

The priority for availability of.the collections is another problem. What level
of reference service should be offered? Should the staff member find the answer
for the student or show him how to find it? Should there be a-central refernce,
desk in the General Library staffed at all times by subject specialists, and pro-
fessionals? Should there be special consideration for books for class reserve?
Should the interlibrary loan service be extended to undergraduates?

The interinstitutional program for the State universities in Indiana is fairly
well defined. The proposed new Cooperative Bibliographical Center for Indiana
Libraries may require new consideration of policies.

The Task Force on"Policy recommends that a regular program be initiated for pre-
paring, discussing, recording, distributing, publicizing, and reviewing policies.
There should be established a policy-manual or policy file under the responsibility
of one perm= who preparesvutodatas and distributes policies. The person should:
be in du adMinistrative position

,

such a person in charge of planning, policy,
etc. A policy review coimittee 'mid act as an advisory group of systemwide
policy. The committee could be composed of 5 to 7 members representing all
levels of staff and representing all areas of the Libraries/AVC. There should
be prior input from students, faculty, and all levels of staff; formulation of
the policy; meetings to discuss it; rewriting; coommication to all affected
groups; publicity through staff pOblicationdor other methods; follow-up that
the policy was being.used; and a review of policies one systematic basis. The
procedures and formats described in the ARL Occasional Paper No. 2 *Library
Policies" could be adopted as a guide. Similar procedures were recomMended by
thos people responding to our survey.

,'
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RECOMMENDATIONS

. ,

After. reviewing the Report of the Task Force on the Formulation and Use of
Policies in relation to other reports and comments, the Study Team makes the
following recommendations.

51. The Study Team recommendi that
a. Policies should be written and include a statement of purpose
b. Policies should be reviewed regularly
c. Policy making should involve all levels of the Librariee/AVC staff

and due consideration of the users
d. Policies should be coordinated in some manner as to encourage consistency.

Nor example: Circulation policies should be examined with a view to
making them more consistent and adaptable to patterns of demand.

52. There should be a policy manual or file. A person should be in charge
of this file, to asSist.people in finding items.

53. 'There should be a program for preparing, discussing, recording, distributing,
publicizing, and reviewing policies. The policies should be reviewed 'on an
annual bisis to ensure that they reflect the range and type of sertices the
Libriries/AVC should be providing.

54. The procedures and formats described in the ARL Oceaiional Paper No. 2
'Library Policies' could be adopted as a guide.

55. Whereas the responsibility for policy making lies with the Director, who
in any case has the right to delegate, refer, and seek advice, the Study'
Team recommends the creation of a policy review committee with two roles:
a. The body to which policies normally could be referred for comment;
b. A general responsibility to review and per advice on policy.

56. There should be input from students and faculty as well as all levels of
staff.

57. Surervisors should make every attempt to keep rules uniform. When this is
impossible or impractical, exceptions should be made. in such a manner that
it does not make the supervisee 'lose face'.



Suggested List of Priorities for Policies

The°Teek Force- on,POlicy.suggested the following list of priorities for undertaking
a study of policies. The policies themselves are copied, almost in entirity, from
ARL Occasional-Paper No. 2 "Library Policies", pages 21-33J,

I. Instruction
1. Library support for university instructional programs-materials, facilities,

services
2, Magnitude and proportion of resources allocated-7materials facilities,

services
3. Role and relationahip of the library in. instructional programs
4. Priority of library support for instructional programs of the university

II. Relationship among the Libraries/AVC Administration, the school or departmental
libraries, and the schools and departments with which they are concerned.

III. Overall management considerations
1. Administrative and working relationships within the university.
2. Library-governance
3. Stewardship and utilization of limited resources
4. Comparative, relationships with other libraries

IV, Staff resources
1. Organization of human resources
2. Categories of capabilities.

3. Provition of specialized skills
4. Status and role of librarian
5. Development of staff

V. Access to services and materials
- 1. Clientele to be served. and priorities

2. Provision and organization of physical facilties
3. User orientation, interpretation and instruction
4. Departmental libraries and branch libraries

5. Public service obligation
6. Service attitudes and posture
7. Scope and extent of services

VI. Collections .

1. Scope, depth and organization of general collection
2. Types of materials to be provided and Maintained

3. Responsibility for selection decisions

4. Involvement of faculty in development of collections'

5. RelationoOroollectiona to the university instructional and research programs

6. Communication of collection ,policies to faculty

7. Preservation, retirement, replacement. and duplication of materials

8. Size and proportion of resources allocated
9. Priority of library activities in flail area

VII. Research
1. Library support for the university research progrtnna-materials, facilities,

services
2. Magnitude and proportion of library resources allocated -- materials, facilities,

services.
3. Role and relationship of library in attracting research prOgrams and supporting,

them
4. priorit7 of library support for university research

tWebster, Duane E. Library policies: analordigyformulation and use in academia

institutions. (Office of University Library Management Studies Occasional Paper*,
2), Washington, D. C., Association of Research Libraries. 1972.
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Policy Questionnaire 0000 ?8

Written

1. Do you have any written policy statements governing your area of operation?
Yea No Don't Know

If yes, please attach a copy to your response.

2. Do you know of other areas that have written policy statements?
Yes No Don't Know
If yes, please list the areas.

3. Do you know of any areas within your operation that you feel should have written
policy statements?
Yes No Don't Know
Please list, if any.

4_,..-/Considering the total library system, can you think of areas that you feel should
be governed by written policy statements?
Yes No Don't Know
If yes, please list.

5. Are there azy written policy statements that you feel should be reviewed, revised,
updated; or discarded?
Yes No Don't Know
If yes, list being as specific as possible.

6. To your knowledge are these written policy statements consistent with each other?
Yes No r) Don't Know

7. Who is usmily responsible for formulating written policies?

B.. Unwritten

8a. Does your area operate under any unwritten policy statements?
Yes No Don't Know
If yes, please state the policy and'send with your response.

8b. If yes, how are these policy statements communicated to those working your
area?

9. Do you know of any other areas that Operate under unwritten policy statements?
Yes No Don't Know

10. Do you feel:there are areas within your operation that would better be covered
by unwritten policy statements?
Yes No Don't Know
If so, please list and state reasons.

11a; In the total library system, what areas should have at least unwritten policies?
Please list.

-. 11b. How do you learn of unwritten policies created in other areas?
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12. Are there any unwritten policies known to you that should be revicwedi revised,

updated, or discarded? Bp as specific as possible.
Yes No Don't Know

13. Who is usually responsible for formulating unwritten policies'

C. General

14. Are any written or unwritten policies ever subject to frequent change orindi-
vidual interpretation?
Yes No Don't Know -
Please explain and be as specific as possible.

15. Are these unwritten policy statements consistent with written stateuents?

16. Are policies enforced in some areas and ignored in other areas?
Yes No Don't Know
If so, Why?

17. Do some policies favor one type,of client over another? Please list.
Yes No Don't Know

16. Should a policy be established to review policies on a systematic basis?
Yes No : Don't Know

19. What mechanisms should be employed to implement policies?

20. Are there other persons to wham you think this questionnaire should be sent?

Yes No Don't KnoW
LIST.

0.
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APPENDIX 1.1

ITEMS SUBMITTED OR MENTIONED AS
WRITTEN POLICIES

ADMINISTRATION

Personnel -- rest periods 3/23/72

Automation management committee 11/ 3/72
Applying for a faculty vacancy 10/11/72

News items 10/18/72
Distribution of copies 1/25/72
Thesis office to Readers Services Division 3/10/72
Travel reports 5/24/72

Travel regulations 7/27/72
University Library Committee - Assignment

of study carrels, General Library
YOU AND PURDUE: Handbook for clerical and

service staff
Faculty Handbook
"Promoti"ons Policy for the Libraries and
Audio-Visual Center 'Faculty'" rev.

Policy and Procedure Memorandum

1. Uncataloged Purdue doctors' theses:
2. Public information and directional
3. Newspaper and periodical publicity-

terminations. 2/22/56
4. Miscellaneous supplies.- 3 /16/56

AUDIO-VISUAL CENTER

8/ 1/70

1971
1972.73

7/19/72

initial routing-and record 10/21/54

signs: General Library 11/18/54
appointments, promotions and

'VP

Scheduling, film library collection, acquisitions, viewing and likening
facilities, audio recording service, equipment loans, equipment loans,
equipment repair service,

Film library, no date

TECHNICAL SERVICES DIVISION

test file and copy service.

Processing Memo LP 72/1. Revised rules for cataloging serials
" LP 72/2. New routines in Order Unit

LP 72/3. Revised approval plan

LP 72/5. Special projects May and June 1972
LP 72/6. Disposal procedures -

It
LP 72/7. Processing propedures for gift material
LP 72/8. Display of girOmaterial
LP 72/9. Supp]y of Serials
LP 72/10 Supplementary notes on Approval Plan
LP 72/11 Revised book marking for "form" division

LP 72/12 Availability letters
LP 72/13 Purification of Purdue serials catalog
LP 73/1. Processing back-number periodicals
LP 73/2. Double-encumbrancing of new serial subscriptions
LP 73/3. Ending of Farmington Plan
LP 73/4. Serials inventorying
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Order Unit -- LIBRARY COLLECTILLE, ACQUISITION POLICIES AND PROCEDURES. 1954

Serials Unit--Cards for new sets and added sets cFeb. 1971

READER SERVICES DIVISION

Reference Service Policy and Procedure Memc.
1. Reference service policy and procedure memorandums. 7/1/58
2. Organization of reference service, Memorial Center. 771/58
3. Processing activities to be done by Readers Division, etc., 7/1/58
4. Carrels, study desk, study room. 7/1/58
5. Smoking in library. .7/1/58
6. Phonograph records:- 7/1/8
7. 'Periodical shelf lists. 7/1/58
8. Books shelved in special locations. 7/1/58

Pos,ters in library 11/6/72
Dennison copying machines no,date
Lost and found 12/29/72
Smoking 1/19/73
Personal copies in Reserve Book Room 11/8/71
HANDBOOK OF LIBRARY INFORMATION for members of the faculty and graduate

students 9/72

GUIDE TO PURDUE UNIVERSITY LIBRARIES 9/72

Reserve Book Rocm 2/24/72
Staffing for Labor Day 9/4/72
luiielines for LC proofslips c 10/15/70
Proposed revision of policies on ir:definite loans to faculty. 11/19/70
Interdepartmental.library xerox requests
Courier Service Expansion
ILL-General Guidelines of Interlibrary Loan for Purdue Users. no date.

Interinstitutional Library Services code of regulations. no date.

Thesis Office--A Manual for the Preparation of Graduate Theses. rev. ed. 1970
CMET--hours, loan policy, users. no date
Krannert Library--circulation, hours, .corporate records, etc.
Pharmacy Library loan policies. no date.
Physics Library--hours, loan policy, etc. 8/3/70
Physids Library--File of tests in AV Center 1972
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'-XAMPLES CF UNWRITTEN POLICIES

ADMINISTRATION
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"Time off" for professional librarians.

AUDIO-VISUAL CENTER

Audio-Visual Center will provide materials, equipment and/or services to those
members of the University community requesting them if it is within the means
of the Center to do so. Restrictions are to be exceptions.

PROCfSSING DIVISION

Order Unit--all inexpensive "do not catalog" requests are not verified
Order pnit--difficult to search titles are ordered prior to final verification
Order Unit--out of print status based on jobber response
Order Unit--order from jobber rather than publisher if publisher is well known
Order Unit--order from publisher if it is not a regular trade publisher
Order Unit--accuracy takes precedence over speed
Systems Unit handles any systems data processing mark within Libraries/AVC
In INRU some activities have higher priorities than others
Serials Unit: catalog new subscriptions with 2 weeks of receipt
Serials Unit: check in and forward periodicals within 21 hours of receipt

READERS DIVISION

Serial review committee. 1/25/73
ILL-gives requestors additional suggested locations.
Readers conduct unacceptable in a library
Regional campus libraries policy
Thesis Office--theses may be taken from library at request of author's major
professor or department head.

Krannert Library--all journals must be checked out or used in library
Krannert Library -- tables of contents of salected journals xeroxed on a regular

schedule and sent to individual faculty and staff as requested.
'Frannert Library--acquisition policy of corporate records
Physics Library--send 3 overdues and then encumber if book is not returned or

renewed.
Physics Library--reference material may be taken to offices when library is

closed, i.e. during Christmas vacation

PO

"NO



CHAPTER VII

ORGANIZATION

This chapter is based on the report of the Task Force on Organization.
Membership of the Task Force was Alice Chung, John M. Houkes, Chairperson,
Katherine M. Markee, Rachel Road and Judy Westerberg.
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In the preparation of its report the Task Force proceeded as follows:

- The Task Force familiarised themselves with the management literature and
with a number of reports and documents concerning the organization in other
research libraries.

- The historical development of the Purdue Libraries/AVC organization was examined.

- Following a list of principles outline in the Manual, the Task Force discussed
the various criteria and suggested numerous' specific ideas for improvements.
These were compiled, compared with suggestions received from other staff mem-
bers, discussed again, arriving eventually at a number of recommendations.

- The Likert Profile of Organizational Characteristics was sent to a sample of
professionals, support staff and student assistants. Staff not included in
the sample were invited to fill out the questionnaire at an open meeting.

The data obtained was processed and analyzed.

ORGANIZATION

"An organization is the rational coordination of the activities of a number
of people for the achievement of some common explicit purpose or goals through
division o£ and function, and through a hierarchy of authority and respon-

sibility,"'
Organization really involves two major kinds of objectives: common object-

ives and individual objectives. In the case of our organization, Purdue Univer-
sity, the common objective is education. The Libraries/Audio-Visual Center is a
service oriented function of the educational institution, providing resources in
relation to the programs and objectives of the University. Each employee has in-
dividual'objectives, i.e., experience, status, wage, recognition, job satisfaction.
A supervisor's job demands that he or she not neglect either the common objectives
or the individual objectives, because individual objectives motivate people to
achieve the common objectives.

In order to provide for the most effective utilization of human resources,
the organization should always strive to make rational allocations of skills and
abilities of staff,

lEdgar H. Schein, Organizational payChology. 2nd ed. Prentice Hall, 1970. p.9.



Two factors in an organization's structure thatdetermine the behavior of
Individuals are: (1) formal organization structure, i.e., authority, responsi-
bility, accountability, work flow, layout of physical facilities and nature of
distribution of jobs; (2) informal organization which is composed of the re-
lationships among people within the formal structure. Communication is an es-
sential ingredient in the functioning of any organization.

HISTORY AND DEVELOPMENT OF THE LIBRARIES AND AUDIO VISUAL
CENTER ORGANIZATIONAL STRUCTURE

In'1904N the Head Librarian was appointed by the President of the University
and reported directly to him. In 1913 the first separate library building was
occupied and probably at this time, the beginning of the Library's organizational
structure. Departments within the Library were established with the Head of
each one reporting directly to the Head Librarian. There were four departments:
Order, Cataloging, Circulation and Reference. This structure, with the addition
of the Reserve Book Room and a Periodicals Department remained until the general
reorganization of 1953. (Chart I)

In July, 1953, a new organization and administrative structure was implemented
as illustrated in Chart II. The Head Librarian title has been changed to Director
of Libraries and reported to the President of the University through the Vice-President.
A new position of Assistant; Director was established. There were two divisions:

C the Readers Service Division and the Processing Division. The Readers Division
was subdivided into three units: (1) Reference Services; (2) Circulation Services
and (3) Departmental Libraries. The Processing Division was subdivided into four
units: (1) Order Unit; (2) Cataloging Unit; (3) Card Preparation Unit and (4) Peri-
odicals Unit. The Audio Visual Center was also under the Director of Libraries.

There was a University Library Committee appointed by the President, composed
of faculty members from various departments, charged with the task of assisting
the Director in establishing broad policy and in allocating bodk funds; to advise
on material selection, and to act as a liaison between the Libraries and the
academic departments. Library representatives were appointed by the head of each
academic department.

In the ten-year period beginning with 1953', no noticeable changes occurred
in the hierarchical organization structure.

In 1960, the Assistant Director, position was changed to Associate Director,

and the head of the Audio Visual Center was made an Assistant?:Director. The Li-

braries first Personnel Officer was appointed February 1, 1962. On October 1,
1962, there was established a new position of Assistant Controller for the Li-
braries and Audio Visual Center. .PhysiCal changes took place. In the Spring of
1958 library and AV services moved into new quarters in the Memorial Center and
the following year the old library building was vacated while extensive remodel-
ing was accomplished. This area was connected with the new reading rooms and
occupied in the summer of 1960.

The organization chart for 1963-1964 shows. considerable expartsion, yet re-

tains the same basic structure. (Chart III) Iteflecting university administrative
changes, the Libraries/Audio Visual Center Director reports to the Vice President
for Academic Affairs. The Associate Director has stated duties of planning and
special projects. The Assistant Controller for the Libraries/Audio Visual Center.
supervises the Accounting Office. Ih 1963, the Heads of the Divisions were made

Assistant Directors, and the 3'Divisions are ReedereServices, Processing and

Audio Visual Center. A new position, Readers Servides Administration, was created

and later aeleted.



Sow, rhnmes took place in the Audio Visual Center. Agricultural Visual
rorrY417.;ble to the "Agricultural complex; reported\directly to the

Director LA' Libraries. At a later date this productioh unit was transferred in
its entirety to the Cooperative Extension Service. In the Processing Division
a Data Procssing Unit was established, later changing-its name to Library
Systems Development. About this time (not shown on organization chart), a
Thesis Checr:ing Service was transferred from the Graduate Schodl to the Libraries,
under the supervision of the Head of the Processing Divirion. Another function,
not shown on the chart was Binding, under the Periodicals Unit. Reflecting the
move into new and remodeled space are other services: Catalog Information, an
office adjacent to the Union Catalog under the:Readers Services DiVision; a
browsing room called the Book Stall, four lo!n desks, three reference desks,
plus three floor card catalogs.

Beginning about 1967, there were changes in lines of reporting. (Charts IV)
Reporting to theAssociate Director was-the Regional Campus Coordinator, Bibliog-
raphers and Personnel Officer. There weresome namechanges: the Accounting
Office ,became the ?local Office and the Assistant Controller became the Business

Manager. On April 1, 1969 the Librarians wera-reccigilized by the University
Renate as members of the academic facultrenesubseiquentlyorganized themselves
into the Libraries and Audio-Visual Centei' faculty with a Constitttion and By-
laws. In July, 1969, the four state universitylibrailes organized an inter-
institutional loan service.

During the interim created by,the retirement of Director John H. Moriarty
and his prior terminal Leave on December 15, 1,969, an Administrative Committee
for the Libraries/Audio Visual Center was appointed by then Vice President
George Hawkins to administer the libraries while a search was underway for a new
director. The Committee members were the'Associate Director, the Assistant
Directors of Readers Services and the Audio Visual Center, and the Administrative
Assistant to the Vice President for Academic Affairs.2 ,

The present organization of the Purdue University Libraries/Audio Visual
Center is shown on Chart V, continuing practically unchanged since 1967. It

follows a pattern common in large American university libraries; two broad divi-
sions, each headed by an assistant or associate direc....or, one in charge of the
library's public or readers services and the other of technical services. Such
a bifurcated functional organization first came into general use about a genera -
tion ago, and has usually proven an effective form, especially if the separation

between the two divisions is clearly defined. At Purdue the Assistant Director

for ?.comical Services is responsible for the Order, Catalog, Serfals, Systems
and recently the Instructicnal Media Research Unit. The Assistant Director for
Readers Services superv:.ses the Reference Services and the General Services of
the General Library and their subdivisions, and Departmental Libraries and
collections. The Thesis Checking activity has been transferred to the Readers

Services Division. Necessarily, there is some overlapping, such as the depart-
mental libraries performing both public and technical functions as they serve
their clienteles, carry on special cataloging and indexing projects, maintain
vertical files of reference materials etc. Purdue Lib'raries is unique in that
there is a thiridivision reporting to the Director of Libraries, which is the
Assistant Director in charge of Audio Visuat'services.

The Audio Visual Center is in the process of implementing a major organiza-
tional change. Planned are: an advisory committee, planning and development,
cataloging and information service, schedule services, services distribution;
and maintenance and repair services. (Chart VI). This will replace the present

organizational structure: film library; equipment loan and repair services; film
rental; acqisition and cataloging; projection services; and graphis and/copy ser-
vice. The Instructional Media Research Unit, formerly a part of the Audio-Visual
Center, reported to the Assistant Director for Technical. Services after June 1972.
`Pulse, XVI, no. 8 (December 20, 1969), 13.
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Page 97 was intentionally deleted. 0 6 f)r:

Noxt. a numb,r of principles, as listed in the Study Manual, were examined as
a gas. or evaluating the present organization and for making recommendations.

orrani7stion should he flexible and able to respond
to chancing university programs and information needs
and should clearly assir,n responsibility for maintaining
working relationships with academic and administrative
staff within the University.

The Libraries/AVC is not always informed and asked for input before new
prFrams or new courses are established. Many programs are created and offered
by schools and departments without adequate consideration of library needs, such
nn prior acquisitions of materials, planned facilities and services. In the past
even programs on the doctoral level have been instituted without prior funding
for and acquisition of necessary library materials.

['here should be more communication and interaction between the library and
the academic departments in order to insure coordination of academic programs with
library needs. Because committees discussing the implementation of newT,rograms
or the discontinuance of old programs have a responsibility to consider library
implications, the Libraries/AVC should always be represented- through the University
Library Committee, through School/Department Library Committees or any other 1

appropriate means.
A planning office within the library organization could coordinate these

activities for the Libraries/AVC.
Because of the highly decentralized nature of the departmental system it is

felt that possible consolidation of small collections should be investigated. For
users to,have.easier access to all collections campus delivery and pick-up service
could be expanded. A cost benefit study would be most useful in this area. The
telephone service at Catalog Information should be emphasized and given more pub-
licity.

The Study Team-recommends thitSuggestions with respect to the, making avail-

able of subject experti1 in the form of resource personsibibliogra§here/etbject
specialists be examined in greater depth with a view toward nobilizing these
skills regardless of whether or not the possessor of these Ocilla is a member of

the Reader Services Division in the library unit primarily 4ncerned With that

subject. This should not be at the expense of the existing` general reference

services. In the majority of the departmental libraries this need is met but
greater utilization could be made of present staff abilities and Specialization
in the processing units. When new programs are planned and developed there should/
be awareness of the specialization that will be required in the preparation and

servicing of new materials. Among recent examples is the acquisition and catalog-

ing of materials in the area of music. Similar problems could develop if, as it

has been mentioned, a Medieval Institute should be established. Our present organ-

ization does have the flexibility to respond to various departmental and-school

needs and changes. If we become to mondlithic, these needs would be subordinated
to the rigid consistencies of a highly centralized system. These could be too

much formal organization.
Organization should encompais all basic library programs

and group them effectively.

Like functions are not always grouped together, e.g., cataloging and classi-

fication of books and serials are performed in two different units, bibliographic

searching is done in three or more units. It is our belief that similar functions

should be performed in one unit rather than several,

There is evidence of routine functions being performed by professional staff.

On the other hand it is not unusual to see non-professionals involved in pro-

fessional tasks. There is no doubt that the 'professional staff should function

at the highest Level of its competence. At the same time it is recommended that

a "middle" or semi-professional (formerly Junior Professional) staff level be
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rcstoredeain the literary.

In order to group library programs and functions effectively it is again
evident that a formally organized planning office should be established. Under
the supervision of the Associate Director, the functions of Planning, Budgeting,
Personnel, Systems And Research would be-brought together.

Organization should brinesarLd
ers ectives needed for effective decision-makin

\

A committee structure exists at the present in the Libraries/AVC:

Faculty Committees.
In the constitution of the Libraries/AVC Faculty provision is made for
Standing and Ad Hoc committees. At present there are four standing commit-
tees, (1) Agenda, (2) Nominations, (3) Primary Promotion, ancl(4) Area
Promotions which is a committee with the Library Director as chairperson
and three elected Libraries/AVC faculty members- along with three members
appointed from the university faculty. The Ad Hoc committees by their
very definition come and go, the only ones functioning at the present
time are the Constitutional Revision Committee' and the Faculty Seminars
Committee,

Administrative Committees.
The Administrative Committee consists of the Director, Associate Director,
and the three Assistant Directors. The Administrative Council is made up
of the Administrative Committee plus twenty other members representing
various areas of the Libraries /AVC. The Automation Management gpmmittee
is composed of the Director, the Associate Director; the three Assistant
Directors, and two SysteMs specialists. The Audio Vis
cazgaatat is composed of the professional staff and the graduate adminis-
trative assistants. The professional staff includes both faculty and
administrative staff. There are also Ad Hoc committees,,presently the
following are active ones: ARL Management Study - LSCA Grant Committee -
Committee on Microforms - Campus Delivery Service - Circulation Automation
Advisory Group - Approval Plan Review - Ad Hoc Panel on Bibliographical
Center - Serials Review with Physical Sciences, Engineering, Humanities
and Social Sciences, and Biological Sciences, subcommittees - LC Proof-
slip Committee.

Working Groups.
There are other groups which may or may not meet on a regular schedule
which might be called Working Groups. They are not committees because
members are not elected or appointed. The Processing Division Unit Heads
meet every three weekii, The professional librarians in the Readers Division
meet once a month. Other groups within departments meet when need arises
or on a more or less formal basis. For example, the General Services
Meeting called by the General Services Librarian twice a semester.

There are divergent views and opinions on committee activities. It is felt

that more decisions could be made on a one-to-one basis. The spit'it of openness

and cooperation is as important as the formal structure of committees.
A suggestion was made to change the Council's name to Administrative AdvisOq

Council in iorder to indicate its basic function. Council members should be
allowed to send a substitute, if unable to attend a meeting. To facilitate
communication a special effort should be made to distribute the.minutes of the
Council meetings as rapidly as possible. Some feelings were expressed that the
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old Joint Meeting was usefUl and consideration should be given to reinstatement.
It has been suggested that pliefessional librarians of the Processing Division

meet together as do those in the Readers Division and in the Audio-Visual Center.
At present committees have no or little representation of support staff.

It is recommended that staff at all levels be involved in committee work. Staff
members should be invited to participate based on competence'and -experience in the
area under investigation. Decision made with input from all levels of staff that
are or will beaffected, will bring to the question a wide range of experience.
Persons directly involved in the function under consideration should be consulted.

eiialso felt that committee work should receive more publicity in order
to/acquaint the staff with activities, recommendations and decisions.

arganization should bring technical activities together
in a warthat facilitates unit cost analysis and per-
formance measurement.

Grouping of specific functions should be investigated such as:
combining classification of monographs and serials under-one supervision;
combining ordering of monographs and serialk;
combining filing under one supervisor, at least in the General Library

but prefereably campus wide, giving more uniformity in filing procedures;
a centralized bibliographical search unit;
combining reference desks and circulation desks in the General Libraryr
Bring into the processing area such technical functions, now done in

departmental libraries, as: marking books, over - typing sets of cards, periodi-
cals checking, analyzing monographic series, etc.

The Task Ferce recommended that similar functions carried on in the Audio-
Visual Center should continue there. It believed that the AVC Should have its
own supervision and routines because the material is physically different and
:'squires different terminology and special training. The Study Team, hOwever,
did .not endorse this belief and recommends that the whole of the Libraries/AVC
should be included in the study of possibilities of moving toward a more "func-
tional" Operation.

In view of the many areas of concern no specific recommendation for organ-
izational change can be made without a further study to determine priorities and
locations where regrouping of related activities can be achieved.

Or anization of libra facilities and staff should
!ghats ze service to users.

It is the general consensus that the departmental library system in most cases
is convenient for the user, as it clusters services and materials where they are
required, needed and used. However, it creates problems because of the dispersion
of collections, in particular when a reader is looking for materials relating to
one discipline but lOcated in a number of libraries. The book delivery system
recently instituted' is a good beginning in,alleviating these inconveniences and
expansion of the system should be investigated.

There is much that can be done to help user. One important element is the
collaboration with the classroom instructors. If they establish the need, we should
be able to develop means to meet it. Efforts to prove to students the importance
of the library will be successful only when their teachers support the idea.

The library may seem confusing, especially to inexperienced users. A General
Information Desk should be located near the Main entrance in the General Library.
The proposed consolidation of the floor circulation and reference desks should
improve the situation. Perhaps the Union Catalog should be more centrally located.
Greater use of sighs would assist users to locate materials in the General Library.
"Catalog Information" should be expanded and made more visible to potential users.
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Finally it is suggested that reference service in the General Library be

tailored to the nef:da of the users and organized to provide graduated levels of
service from an "information 'desk" up. This will result in a better
of resources and skills.

Tn the departmental libraries a look at more consistent circulation policies
:;uch a:; loan periods, overdue notices, encumbrance procedures, _periodicals
borrowing, etc., seems warranted. It should be kept in mind that rigidity of
procedurel may be unappealing to the varied clienteles we serve and that emphasis
on corformity may loose the allegiance of users.

Orkanization should define a reasonable span of control
and should arrange and designate units to convey appropriate
status and dimnsion of responsibility.

The case for limiting the span of control rests on the need for effective
supervision, coordination, guidance and support. As the number of persons re-
porting to one individual increases then the efficacy of leadership and super-.
vision can be expected to decline.

However, reducing the span of control necessarily means increasing the
ratio of supervisors to supervised at each level. This tends to make for a
more hierarchical structure with more delegation of supervision and more levels
in the hierarchy. A consequence of this is that the number of levels increases.

The principal practical disadvantage is that increasing the number of
levels increases the potential barriers to effective communication. A dilemma
is thus created. If the spans of control are reduced, then how far does the
increased barrier to effective communication counterbalance the anticipated'

'advantages of more effective leadership and supervision?

We Rould comment as follows:

Realistic spans of control are essential for effective leadership
and supervision and, therefore, we3emphasize the need for attention
to spans of control.
While effective communication is also important, there are several
different ways of improving communications and so, as long as the
importance of good communications is recognized, it should be possible
to reduce the disadvantages of increased levels in the hierarchy.
In addition, the anticipated improvement in leadership and super-
vision should help somewhat.

A thorough review of the sprawling, varied organization of the Readers
Division seems warranted in order to relieve and/or tighten supervision in some

areas. Reporting relationships need improvement because it does not have a

rational structure.
Further consolidation should be made as was done with the management of the

libraries within the Schools of Engineering. This would possib4y lead to eight
school librarians reporting to the Assistant Director. For the present,needs of
the ninth school, i.e., Technology, could be shared by existing library facilities
and it may not be necessary to appoint a Technology Librarian.

The Task Force feels that the proposed creation of the post of FOSSE
Librarian forms an appropriate part of this consolidation and it is viewed as
another School Librarian position. There is no consensus as yet concerning
the responsibilities of this position vis-a-vis the more systeuv-wide services
performed within the General Library.

Administrative assistance for the Assistant Director is seen as a signifi-
cant need for the effective operation of the Division.

Another area which seems to have a rather complex organizational structure

is the now-combined Catalog and Card Preparation Units. We understand that a



review of the organization of the Unit is planned. Considering the cataloging
problems inherited from the pkst and the prospects of taking advantage of pro-
posed bibl;oiraphical data banks, we would encourage the forthcoming review.

There are presently collections of various materials in different re-
search centers of the University, such as LARS, TPRC, Thermal Science & Propul-
sion Center, etc. A liaison between Libraries/AVC and these centers would
benefit the information needs of many potential users.

PROFILE OF ORGANIZATIONAL CHARACTERISTICS

One theory of administration suggests that the development of a partrci-
pative management style can strengthen the organization by improving employee
motivation and attitudes, tie quality of decision and control and communication
processes, and by unifying organizational and employee goals, as well as other
factors.

According to Likert four management systems can be identified with the
two opposites being:

System 1: leadership. style is close to "authoritarian ";

System 4: leadership style is close to "democratic".

In order to test the applicability of Likert's participative management theory
to the Libraries/AVC, his research instrument, "Profile,of Organizational
Characteristics" was utilized.

The Task Force gathered data from a sample of professionals, support staff,
and student assistants (the latter were employed four semesters or longer).
The return rate for the sample was sixty-four percent (61 of 95 people responded).
These sixty-one respondents comprised the "experimental" group. A non-random
volunteer group of library staff (excluding student assistants) also completed
the questionnaire; this "control" group is comprised of 14 people. Professional
supervisors comprised 30% of the random sample, whereas there were none represent-
ed in the volunteer group.

All respondents were asked to complete the quettionnaire (Form J-2B), con-
sisting of 18 statements based on Likert's participation management theory.
After processing the data a preliminary analysis was made by George M. Golden of
Purdue's Measurement and Research Center, which follows:

The instrument provides twenty response intervals separated into four major
systems of five intervals each for the 18 statements. Organizational variables
included in the questionnaire focus on leadership, motivation, communication,
interaction-influence, decision-making, goal-setting, and use of control data.

3Retrials L. Likert, New Patterns for Managemeat. McGraw-Hill, 1961.
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Pe:,p. ndents in both groups indicated preference for 'a more participative

manai7ement :style than was perceived to exist. Figures 1 and 2 show graphically
the means of responses to each of the eighteen variables in terms of their
evaluation of current vs. preferred organizational behavior and functioning
(labelled "now' TrToimlike" respectively). Tables 1-4 provide the same data
in tabular form, including the percentage of respondents choosing the various
alternatives. In addition, differences between the group evaluations of

.

current and preferred behavior are given in Table 5. In every case, the means
were hither for the "like' responses than for the "now'! responses,, with an over-
all aerage difference of one complete scale unit. Agreement between the two
groups was quite high on the "like" responses, except for two items dealing"
with organizational control processes, probably indicating'a similarity of
emphasis on a desired participative style of management.. Presently the volun-
teer group sees the organization ascharacteritically "authoritative-benevolent",
an average of half a scale unit (.48) below the "consultative" image which the
random group projected.

The overall organizational profile mean of 2.86 fot the random sample is
the same as that, found in an earlier study involving top managemOt and pro-
fessional staff members of the Purdue Lib aties (Marchant4, 1§71). Responses
to individual items is also very similar b tween the two studies.

Percentage breakdowns are also given see Tables 6 and 7) indicating the
current and preferred organizational behavior for Professional - Supervisory,
Non-professional Supervisory,"and Non-professional - Non - supervisory subgroups

in the random 'sample. Similar contrasts could also be made between the various
organizational units within the Libraries. The Non- professional Supervisory

subgroup views present organizational behavior as involving more trust, candid
discussion, accuracy of upward communication, cooperative teamwork, involvement
in decision-making, and group participation in goal-setting than do either the
Professional-Supervisory or Non-professional - Non-Supervisory groups. The
situation is reversed' when the use of control data becomes the focus. Non-pro-

fessional supervisors are also the least certain (more "I don't know" responses)
when questions of control are asked. Many of these trends are also evident

when preferred organizational behavior and functioning are examined.

Items rated lower than the overall response by both random and vol-
inteer groups include these behaViors:

- awareness of problems at all organizational levels
- obtaining and using subordinates' ideas and opinions

- attitudes toward the library and its goals

- involvement in decision-making and goal - Getting

- motivation to implement decisions and goals

On the other hand, the dimensions of trust, openness, teamwork, and communication
are'presently seen as already tending toward a more participative style of manage-

ment.
A

The Study Team draws attention to the tendency in the Likert results to suggest
that awareness of lower-level organizational problem among higher levels of staff
as well as the involvement of all levels of staff in decision-making deserves
further attention.
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Experimental Group (Random Semple) NOW N 61 000 1 06

LcAdersti2

Percentages
*

MEANBlank II III IV

1. .0 4.9 24.6 37.7 32.8 2.98

.0 3.3 14.8 44.3 37.7 3.16

.0 6.6 32.8 47.5 13.1 2.67

Motivation

4. .0 1.6 37.7 52.5 8.2 2.67

Communication

5. 1.6 4.9 36.1 24.6 32.8 2.87

6. .0 3.3 29.5 37.7 29.5 2.93

7. 3.3 1.6 21.3 39.3 34.4 3.1

Interaction - Influence

8. 1.6 1.6 11.5 54.1 31.1 3.17

9. .0 4.9 16.4 54.1 24.6 2,98

Decision - Making

1G.__ 3.3 9.8 37,7 45.9 3.3 2.44

11. .0 9.8 41.0 29.5 19.7 2.59

12. .0 6.6 24.6 47.5 21.3 2.84

13._ 1.6 9.8 44.3 34.4 9.8 2.45

Goal - SetLing

14. 1.6 6.6 36.1 49.2 6.6 2.57

15. 9.8 4.9 16.4 47.5 21.3 2.95

Control

16. 26.2 1.6 21.3 37.7 13.1 2.84

17. 27.9 1.6 27.9 31.1 11.5 2.73

18. 45.9 .0 9.8 9,8 34.4 3.45

* Note--Means were figured eliminating any blank responses.
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Experisautl Group (Randal Sample) LIKE

Percentages

',7
N 61

0001

Blank I II III IV MEAN

8.2 .0 .0 19.7 72.1 3.79
8.2 .0 .0 1.6 90.2 3.98
6.6 .0 .0 31.1 62.3 3.67

4.9 u 3.3 24.6 67.2 3.67

8.2 .0 3.3 13.1 75.4 3.79

9.8 .0 .0 11.5 78.7 3.87

11.5 .0 .0 4.9 83.6 3.94

6.6 .0 .0

6.6 .0 .0

6.6 86.9 3.93

9.8 83.6 3.89

6.6 .0 3.3 44.3 45.9 3.46

3.3 .0 .0 4.9 91.8 3.95

6.6 .0 .0 19.7 73.8 3.79

8.2 .0 .0 16.4 75.4 3.82

6.6 .0 .0 47.5 45.9 3.49

18.0 .0 .0 8.2 73,8 3.9

29.5 .0 .0 11.5 59.0 3.84

31.1 1.6 3.3 19.7 44.3 3.55

32.5 .0 .0 1.6 45.9 3.97

Note-Means were figured eliminating any blank responses.



r--
Control Group (olunteers) NOW

Percentages

LeAderThip

Hank I Ii III IV MEAN

1. .0 14.3 28.6 28.6 28.6 2.71

2. .0 .0 57.1 28.6 14.3 2.57

3. .0 35.7 35.7 14.3 14.3 2.07

Motivation

4. .0 14.3 50,0 28.6 7.1 2.29

Communication

5. .0 28.6 21.4 28.6 21.4 2.43

6. .0 7.1 42.9 42.9 7.1 2.5

7. .0 7.1 50.0 21.4 21.4 2.57

Interaction-Influence

8. .0 14.3 42.9 14.3 28.6 2.57

9. .0 35.7 28.6 21.4 14.3 2.14

- Det--rsion-Mala

10, .0 42.9 21.4 21.4 14.3 2.07

II. .0 50.0 35.7 7.1 7.1 1.71

12. .0 21.4 42.9 7.1 28.6 2.43

13. .0 35.7 28.6 35.7 .0 2.0

14. .0 28.6 28.6 28.6 14.3 2.29

15. 7.1 14.3 35.7 28.6 14.3 2.46

Control

16, .c, 21./: 14.3 tq- 0 21.4 2.64

17, .0 28.6 21.4 21.4 28.6 2.5

18. 7.1 7.1 35.7 21,4 28.6 2.77

* Note--Means were figured eliminating any blank responses.
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Control Group (Volunteers) LIKE N 140 00109

Percentages *

Blank I I I I I I IV MEAN

7.1 .0 .0 28.6 64.3 3.69

14.3 .0 .0 21.4 64.3 3.75

7.1 .0 14.3 35.7 42.9 3.31

7.1 .0 7.1 35.7 50.0 3.46

7.1 .0 7.1 14.3 71.4 3.69

7.1 .0 .0 14.3 78.6 3.85

7.1 .0 .0 14.3 78.6 3.85

7.1 .0 .0 21.4 71.4 3.77

7.1 .0 .0 21.4 71.4 3.77

7.1 .0 .0 57.L 35.7 3.38

.0 .0 .0 14.3 85.7 3.86

14.3 .0 .0 28.6 57.1 3.67

.0 .0 .0 28.6 71.4 3.71

14.3 .0 .0 57.1 28.6 3.33

7.1 .0 .0 28.6 64.3 3.69

.0 .0 14.3 14.3 71.4 3.57

14.3 .0 28.6 42.9 14.3 2.83

14.3 .0 14.3 21.4 50.0 3.42

Note--Means were figured eliminating any blank responses,
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Experimental Group (Random Semple) NOW *

Percentages

BLANK 1 Z1 III IV

P S 0 0 39 33 28
NP - S 0 0 9 46 46
NP - NS 0 7 19 41 33

P S 0 0 r, 67 28
NP - S 0 0 9 46 46
NP - NS 0 4 22 33 41

P- S 0 0 28 72 0

NP - S 0 0 9 73 18

NP - NS 0 15 41 26 19

P s 0 0 28 67 6

NP - S 0 9 46 46 0

NP NS 0 0 33 56 11

P S 0 6 28 28 39

NP S 0 0 18 27 55

NP -NS 4 7 41 26 22

P - s 0 0 33 56 11

NP S 0 0 18 46 36
NP NS 0 0 30 30 41

P S 0 0 17 56 28

NP - S 9 9 9 9 64

NP - NS 4 0 26 41 30

P S 0 0 6 67 28

NP - S 0 9 0 36 55

NP NS 4 0 11 63 22

P S 0 0 17 67 17

NP S 0 0 0 45 55

NP NS 0 7 26 44 22

P - S 0 0 28 72 0

NP S 0 0 46 36 18

NP - NS 7 22 41 30 0

P - S 0 6 50 33 11

NP S 0 0 46 36 18

NP NS 0 11 37 26 26



Expertmental Group (Ranliom Sample) NOW

raole 0
(cont'd)

IV

1..:. P - 5 0 0 17 67 17

NP - S 0 g 18 36 36

NP - NS 0 7 30 48 15

1 3 . P - S 0 6 39 50 6

NP - 5 0 18 27 36 18

NP - NS 4 7 52 30 7

1 4 . P - S 6 0 28 67 0

NP - S 0 9 18 55 18

NP - NS 0 11 48 33 7

15. P - 17 0 11 50 22

NP S 18 0 9 55. 18

NP NS 4 11 19 41 J)

16. P - S 22 6 6 56 11

NP S 36 0 36 18 9

NP NS 26 0 26 30 19

17. P - S 22 0 33 33 11

NP - S 36 0 36 27 0

s-- NP - NS 30 4 18 30 19

18. P - S 44 0 11 11 33

NP - S 64 0 0 18 18

NP NS 44 0 11 4 41

* Number of respondents:

P-S Professional-Supervisory 18

NP-S Non-professional-Supervisory 11

NP-NS Non-professional-Non-supervisory 27

(NOT included: )

P-NS Professional-Non-supervisory
Anonymous

2

3
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Experimental. Group (Random Semple) LIKE *

Percentages
Blank I II III IV

P S 11 0 0 22 67
NP S 9 0 0 9 82
NP - NS 7 0 0 19 74

P S 6 0 0 0 94
NP - S 9 0 0 0 91
NP - NS 11 0 0 4 85

P - S 11 0 0 22 67
NP - S 9 0 0 46 46
NP - NS 4 0 0 37 59

P - S 11 C 0 28 61
NP - S 0 0 18 9 73
NP - NS 4 0 0 22 74

P - S 11 0 0 0 89
NP S 9 0 9 18 64
NP - NS 7 0 4 22 67

P - S 11 0 0 11 78
NP - S 9 0 0 18 73
NP - NS 11 0 0 7 82

P - S 11 0 0 6 83
NP - S 18 0 0 0 82
NP - NS 11 0 0 ? 82

P - S 11 0 0 6 83
NP - S 9 0 0 0 91

NP - NS 4 0 0 11 85

P - S 11 0 0 0 89
NP S 9 0 0 9 82
t.P NS 4 0 0 19 78

P - S 11 0 0 39 50
NP - S 0 0 0 46 55
NP - NS 7 0 7 52 33

P- S 11 0 0 0 89
NP - S 0 0 0 9 91

NP - NS 0 0 0 4 96

000113.



Experimental Group (Random Sample) LIKE

(cont'd)

Blank I II III IV

P S 11 0 0 22 67

NP S 0 0 0 18 -82

NP NS 7 0 0 22 70

13. P S 11 0 0 17 72

NP S 0 0 0 9 91

NP - NS 11 0 0 22 67

14. P S 11 0 0 56 33

NP - S 0 0 0 36 64

NP NS 7 0 0 52 41

1 5 . P - S 22 0 0 0 78

NP S 9 0 0 9 82

NP - NS 22 0 0 11 67

16. P S 28 0 0 11 61

NP - S 36 0 0 27 36

NP NS 30 0 0 7 63

17. P S 28 0 0 22 50

NP S 36 9 0 27 27

NF NS 33 0 7 15 44

a.--

18. P - S 50 0 0 6 44

NP - S 73 0 0 0 27

NP NS 52 0 0 0 48

71' Number of respondents:

P-S Professional-Supervisory 18

NP-S Non-professional-Supervisory 11

NPNS Non-professional-Non-supervisory 27

(NOT included: )

P-NS Professional-Non-supervisory 2

Anonymous 3
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RECOMMENDATIONS

The Study Team makes the following recommendations which may effect the
organizational structure.

3. The Libraries/AVC should structure its organization along more functional lines.
A study should be made to determine priorities and locations where regrouping
of related and/or similar functions can be achieved, including the Audio-Visual
Center.

4. A Planning Office should be formally established under the supervision of the
Associate Director bringing together the functions of planning, budgeting,
personnel, management information, systems and research.

5. Attention should be paid to the spans of control.

6, A thorough review should be made of the Readers Division organization with
a view to further consolidation leading to eight school librarians reporting
to the Assistant Director, who in addition would be given adequate adminis-
trative assistance.

7. We encourage the forthcoming review of the organization of the Catalog Unit.

10. There should be a greater consciousness in recruitment of the desirability
of building up a wide range of expertise (e.g., SDI, user surveys, historical
bibliography, interview techniques, citation analysis, specialist literature
of any kind) as well as subject backgrounds. This, would increase the collec-

tive competence of the Libraries/AVC. Greater familiarity with the exploita-
tion of such specialist knowledge should be developed immediately.

13. A new classification of employment, between clerical/service and professional
in terms of salary, benefits and responsibilities should be established. This

new classification would consist of several strata of "pare - professionals" who
perform highly skilled, technical and/or semi-profesaienal functions and should
include the OAA and TAA classifications.

17. In order to ensure coordination of academic programs with library needs,
communication between the Librariee/AVC and all academic departments should
be improved.

18. Liaison between the Libraries/AVC and the various research centers of the
University, such as LARS, TPRC, Thermal Science and Propulsion Center, etc.,
would benefit the information needs of many potential users.

20. Consolidation of small collections should be investigated.

21. Expansion of the current book delivery system should be investigated.

22. The "Catalog Information Service" should be expanded and made more visible
to potential users.



000115A

2i. The planned consolidation of the circulation and reference desks of the
General Library should be implemented and a General Information Desk should
be located near the Main entrance to the General Library.

24. Reference service in the General Library should be tailored to the needs of
the users and organized to provide graduated levels of service from th
"information disikk" up.

8. The staff at all levels should be involved in committee work.

25. Committee work should receive more publicity in order to acquaint staff with
activities, recommendations and decisions.

26. Change the Administrative Council's name to Administrative Advisory Council
and allow Council members to send a substitute.
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CHAPTER VIII

STAFF DEVELOPMENT

This chapter is based on the report of the Task Force on Staff Development.
Membership of the Task Force was C. Cetti, M. Dunn, D. Fry, M. Hayes, and E. Posey,
Chairperson.
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GROUP SESSIONS

General Remarks

000117

With the enthusiastic cooperation and assistance of the Measurement and Research
Center, notably in the person of Dr. James Derry, the Task Force on Staff Development
set about the task of determining the staff attitudes in the various areas of our
charge.

The Task Force decided to combine the questionnaire and interview techniques in
a series of group sessions involving as many of the staff as was possible. The staff
was divided into six groups, as follows:

Clerical/Clerical (Technical service, secretarial)
Clerical/Contact (Reader services in General Library, circulation)
Clerical/Departmental
Support (Shipping, receiving, and shelving)
Clerical/Support AVC
Professional

A total of ten meetings were held (four of the groups were handled in two sec-
tions due to the numbers of people involved). Morning and afternoon sessions for the
four larger groups were scheduled to make it possible for more people to attend.

Dr. Derry conducted each of the sessions. The general format consisted of admin-
istering a questionnaire to each of the groups. These were collected, then each group
was split into smaller groups and asked to come up with a list of items they felt were
particularly relevant to their interests. The results were then used to generate
responses from the entire group.

The output of these sessions was of three types. First, the responses to the
questionnaires were tabulated, means and frequencies were comefftd, and these results

conveyed to the Task Force. Secondly, the comments generated by the discussions were
listed. Thirdly, Mr. Derry gave us his impressions of the subjective parts of the
discussions--the topics that semmon to generate the most discussion.

Summary of to Questionnaires

This section is included to provide a profile of the overall responses to the
questionnaires, rather than a unit -by -unit breakdown. This more detailed information,
is also available, although it is not included with this report, and may be used when
information in greater detail is required for planning'or organiiational purposes,
at the discretion of the Director of Libraries/AVC.

Comments on the Tables of Responses to Questionnaires

166 out of the total staff of 258 responded to the questionnaires, or about

64.5 percent.

By groups, percentage responses were as follows:

AV Center 50%
Support 75%
Professional 66%
Departmental 56%
Contact 52%
Clerical 75%
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A,word of explanation is needed concerning the interpretation of the follow-
ing results, Sometimes respondents did not answer a particular question. In
these cases, the Measurement and Research Center decided to treat a blank response
as "undecided". While this seems a reasonable procedure, it is possible that
"undecided" does not really reflect the attitude of the respondent. Therefore,
the reader is recommended to observe-the distribution of the responses and to
note the most frequent response which haS been encircled. However, the reader
should bear in mind the numbers in the "undecided" column may be higher than
they should be.

The column on the extreme right is the average of the responses, based on
the assigning of values to each response:

Strongly Agree rated 1

Agree rated 2

Undecided rated 3
Disagree rated 4

Strongly Disagree rated 5

The Mean column provides an average of the responses.

Consider for example, the first question. The most frequent response is
Agree with 61 such responses. This has been encircled to draw attention. How-

ever', it is prudent to observe also that the second most frequent response is
Disagree which occurred 41 times. Both are reflected'under the Mean which is

. 2.6 a value which less than three and therefore reflects a majority of agreement
but.is close to 3 (Undecided) indicating there is not a clear cut consensus of
agreement.

Note that results given are the actual numbers of responses. They are
not percentages.
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p
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.
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c
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b
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n
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p
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.
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b
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e
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c
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b
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p
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p
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p
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c
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b
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p
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p
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p
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p
l
e
 
r
e
a
l
l
y
 
d
o
 
c
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h
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b
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c
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p
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l
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h
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l
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.

1
8

2
4
.

T
h
e
r
e
 
i
s
 
a
 
l
o
t
 
o
f
 
c
o
o
p
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c
t
i
v
e
 
i
n
p
u
t
 
i
n
t
o
 
t
h
e
 
d
e
c
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c
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c
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c
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c
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p
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r
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b
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p
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c
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p
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c
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p
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p
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c
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c
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r
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i
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p
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b
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p
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e
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p
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p
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c
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c
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c
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p
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n
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h
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i
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.
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e
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i
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.
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p
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Comments from Group sessions

-7-

Supervision

more communication between working staff and administrative officers

stock answer - "we are studying it"

Library administration - breakdown occurs here. I'd like to put some of those
people at the desk and see how they survive.

rank pulling is rank...backing needed by.supervisor...special cases (exceptions)
hurt...ruleq are not followed...

better work distribution needed

clearer definition of jobs

more training for supervisor - e.g. public relations

who is supekvisor? Librarian or senior clerk? Librarian often not around, but
senior clerk has no authority.

slow chain of command with too many bosses; boss 1 and boss 2 contradict each other

acme don't have time or interest in supervision, distorted views of, efficiency...
supervisor should know your job as well as you do...human relations

decisions predate committee?

reciprocal evaluation with supervisor

supervisor unresponsive/misuse of supervisor/my supervisor is the library flunky

too many mysterious mandates

administrators should circulate moresee what we're doing...understand
whether a directive is possible before issuing it

supervisors change rules and make people look silly

procedures are changed by someone higher. happens all the time. makes me so
damn mad. wheels don't care how we lcok. we have no backing.

need set of basic rules to abide by - supervisors/administrators say - why make
rules we can't enforce. Do what the professor tells you. They make a
rule one day and break it the next...the supervisor is the chief culprit

a little bit of improvement in communication with administration on a one to one
basis...decisions through too many hands

more feedback on decisions and projects initiated by us

better definition of decision-making, policy and responsibility
a. not quickly enough - system level
b. lack of clear delegation
c. every person involved, hence slow
d. reluctance to make decision at low levels - inability rather

than reluctance because of lack of delegation

no proper training in supervision - human relationihips, dealing with people on a
personal basis, how to instruct, lack of trust

send (Derry and) administrative staff on a tour with students this fall
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Working Conditions

committee with backbone to listen to complaints and negotiate

more full-time help -- less 1/2 time

narrovnes:7; of function -- job narrow

more time off without pay especially during breaks

no upward mobility -- a "board" across the top

women and men are not hired at the same rates ..men make more -- shelvers vs.
reference...shelver Starts at $2.50 equivalent to a clerk 3

no backup personnel

optimum diversity in jobs...need butter training

flexibility of work hours -- some people arrive et 7:30 (ride with husbands)
and would like to leave at 4:30 instead of 5:00

qualifications -- are they realistic? degree? doesn't seem to make any sense
-- poor utilization of talent

misuse of personnel -- moving equipment up stairs as ordered by library adminis-
tration, in order to save money. Why not physical plant?

professional doing nonprofessional work; nonprofessionals doing professional work

lack of continuity because of turnover

discrimination in supervisory positions

Job Audit Specifically

what have audits produced? "they changed my title" "psychological income"

job audits -- those who benefitted were with general library

administration (Purdue) inconsistent -- first cut benefits (jp's) and then
conduct their seminars to find why we don't attend staff meetings, etc.

restoration of semi professional to free professional for faculty-type activities

(which gain promotion)

semi profession - career ladder...gone away with university personnel audit
inaccurate - unjust - demoralizing

junior professional hassle -- people screwed out of benefits

Benefits & Salaries

increase salary

a fair living wage with cost of living increase

more merit improvement (financially and position of responsibility)

job classification...you can get promoted without pay raise because of salary
schedule overlap

be consistent with service credit...at least explain the policy

more even vacation time between professional and clerical

flexibilityjob description, rotation, promotions, pay, enrichmerl

money -- merit raises and cost of living schedules should be consis ent across

the University
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boa7rd across the top -- nowhere to go f(..r promction...more challenges should

be built intc jobs

nehelaranips in training and education tr those who are interested

Increased awareness of benefits...acme departments don't approve of the
behefits (set, up resistance to taking courses)

rewardn far net using up sick leave

paperwork/red tape discourages persons from taking ccurses

why never merit raises? good work not recognized

Lack of Communication
(between units) & general Tick of knowledge about what's going on

excessive departmentalization without communication between units

staff meetings on regular basis

too dependent on general library and no input into decision-making "they think
we are idiots"

no sense of working on the same team when we call central library

more interaction between units...don't know function...more cooperation

secret salary schedule:I...explain the policies...service credit...how established

deficiency of personal cooperation and understanding of colleagues job and
problems...MORE TEAM 3PIRIT

Miscellaneous

administration should finally decide the mission of this library

why typing test only for women?

more time for scholarly pursuits -- reading, writing, and learning about the fiela

no input into decision- making; no general staff meetings let us air our gripes

assess $1 for building fund from students
ee

need to change lack of respect for professional ccmpetencies to an acceptance by
university community

Things People Like

like the people I work with

job security -- no dress policy

I can go to supervisor with personal problems

pleasant

never a dull moment

insurance benefits

pleasant, clean, dealing with high-class people

self satisfaction in dealing with people

friendly atmosphere among employees

out-stations; more independence, nearest thing to self employed, flexibility
ee of working hours. 90% of students and instauctors are decent to work with

variety, not like an assembly line



SUPERVISION

General Remarks

Although we recognize that a separate Task Force dedicated to leadership and
Supervision Wad in operation, the Task Force on Staff Development determined that
this subject mast also be covered by the Task Force on Staff Development, specifi-
cally as it relates to our charge: "Particular attention should be given to the
methods and techniaues available for the development of administrative and super-
visory eking."

The Study Team is convinced that material benefits will result from the
planned and judicious implementation of management techniques derived from the
behavioral sciences, developed theoretically in institutions of higher learning,
and implemented by corporations both large and small.

It may be useful to state briefly how this position was reached. The reading
specified in the study manual, especially Tracey, Goodman,and Stone, point to
this conclusion. Sec:oadly, the Task Force was especially fortunate in eecurina
input from an administrator in local industry, where these techniques have been
applied over a pariod of yearb with really dramatic results. The feet that these
techniques have been adopted by large corporations (American Telethons and Tele-
graph, General motors, General Electric, Standard Oil, Detroit-Edison--the list
could be extended indefinitely) was also persuasive. It indeed hard-headed,
profit4mieded businessmen discard the whip in favor of more humane (add scienti-
ficAllY Productive) methods,. it seems intuitively evident that the Libraries/ANC
should at least consider thou.

What are these methods? It should be stated here that the "method" is not a
cut and dried, packaged plan that can be adapted indiscriminately to any organiza-

tion. To be successful, a carefully planned intelligent approach must be taken
which considers the special needs and problems. of the enare orgaelLation. kurtner,

the program must gain the enthusiastic acceptance and cooperation of a. majority of
the members of the organization and especially those in top and middle administra-

tive positions. Some of the key elements are:.

1. Maslow's hierarchy of needs - paraphrased: people's needs may be
ranked on a continuum from the basic needs such as food, shelter,
and safety on up to the "apex of self-accomplishments in one's own
right". These needs include respect in one's work and its impor-

tance. Modern management theory pays especial attention to these
individual needs.

2. Participative management - in perhaps oversimplified terms! this
suggests that decision-making be forced down to the level where the
results are implemented, insofar as possible. Staff needs to have
an input to the decision-making process, and further, a meaningful
input.

3. McGregor's "X-Y" theory of management characterizes the "X" theory
as a belief that humans dislike work and prefer to avoid responsi-
bility, but the "Y" theory, convcrsely, assumes that work is a natural
activity and that it is possible to motivate people to act in concert
with the goals of the organization. These theories obviously have
important implications for managerial styles, and the "Y" theory, in
particular, underlies many of the strategies of the so-called "modern"
management styles.

4. Social interaction skills - these are also sometimes characterized

as "human relations training". A few examples - individuals need to
correctly perceive the effects of their behavior on others, under-

,

.
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stand the dynamic complexities of group behavior, help diagnose and solve
problems between units of the organization, appropriately interact with others,
and so on. These skills can be developed and enhanced by formal training pro-
rams-

5. A key part of these proposed techniques is the attitude of all supervisors.
Organizations which have adopted these techniques report a marked decrease in
Inter-departmental jealousy and rivalry, with a corresponding increase in
cooperation. "Teamwork" and "Respect" are two of the cornerstones, and more
than lip service is given to these concepts. Every enployee is continually
made aware Of the importance of their contribution to the overall success of
the organization, and a real sense of community is developed.

Since most of the specific cases examined are related to profit-making organiza-
tions, the questions legitimately arises as to the pertinence of these techniques for
non-profit making entities. We submit that there is a great deal of similarity between
the day-to-day activities of both kinds of organizations. Some industrial models are
closer to that of the Libraries/AVC than others--for instance, the hospital model sug-
gests itself as being somewhatappropriate,to our needs since (1) the hospital deals in
services, (2) these services are implemented by a relatively small professional staff
and a larger support staff, and (3) profit, if a consideration at all, is usually not
a prime purpose of the organization. The hospital has been studied intensively by
behavioral scientists, and the results of these studies are readily available.

The only instance the Task Force found where these techniques have been tried in
an academic library is cited in "In-House Training of Supervisory Library Assistants
in a Large Academic Library" by Betty Jo Mitchell, Associate Director of University
Libraries, California State University, which appears in Collie and Research Libraries,
March 1973, Vol. 34, No. 2, Pages 144-149. This particular program was mounted without
appropriate groundwork, which we assume will be dome in our Libraries/AVC.

Implementation: Some Illustrative Examples

Rather than specify a particular course to follow, the Study Team feels more com-
fortable in pointing out several possible courses of action. In reviewing these sug-
gestions in the section immediately following, the reader is asked to note the points
of correspondence as well as the points of departure-same of the more fundamental dif-
ferences, for instance, hinge upon the use of the qualified expert from outside versus
in-house committees. We stress that the relative position of each approach in this
document does not imply a priority relationship in the minds of the Study Team.

One approach might be the establishment of a Committee for the xpress purpose of
implementing these proposals. The Committee might consist of representative (and inter-
ested) supervisors from every level and unit. Their first task would be to acquaint
themselves in depth with the various techniques, procedures, theories, etc., in the
area of modern management--possible ways of doing this might include attendance at
seminars, the invitation of experts (both local and from afield), pilot studies involving
certain areas of the Libraries/AVC (employing such procedures as sensitivity/awareness
training, T-groups, role playing, management games, etc.). After this committee gains
a reasonable knowledge and proficiency, a large scale educational program could be
designed and instituted in the entire system. Provision should be made to continually

update these skills and to monitor the results. As remarked before, success is con-
tingent upon having the enthusiastic cooperation of a majority of the staff. However,

where these-techniques have been instituted, a "bandwagon" effect is frequently toted- -

4a substantial success in one area is likely to cause other groups to want to participate.
It should be realistically recognized, however, that not everyone will "buy" these

techniques.
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Another approach to implementation would be the hiring of a professional management
person with experience in organizational development, manpower planning, and people
senqtivity skills specifically for the purpose of planning and directing a program in
supervisory training. An advisory committee of representative and interested super-
visors from every level could be established to assist in the program. This committee's
members should follow the general steps outline in the above paragraph to familiarize
themselves with the field. Umler this arrangement, the experienced professional would
head and direct the program, while the committee's purpose would be to ascertain needs
and publicize the program.

A third possibility, in consideraly more detail than the skeletal outlines above,
is the following program;

This system of management can be referred to by several descriptive adjectives, now-
ever, for our purpose we will adopt the terminology of "Participative Decision Making"

(PDM). Participative decision making is essentially "a mode of organizational operation
in which decisions as to activities are arrived at by the very persons who are to
execute those decisions" (Lowin, 1968, p. 69).

The implementation of a PDM system cannot survive without a few general ground rules.

1) The decision for a participative system must be accepted and encouraged by
top level management.

2) The change to a participative system must be one allowing for the acceptance
of PDM through a level by level, top to bottom exposure to and participation
in PDM.

3) This change should not be expected to occur without the training and education
of organizational members it PDM methodology.

Implementation within the Purdue Libraries/AVC might be considered on four levels.

Level 1--Workers or clerical/support/service people.
Level 2--The foremen or .first level supervisors of level 1 personnel.
Level 3--Unit or departmentheads.
Level 4--The Libraries/AVCpirector and Assistant Directors.

(Note- -Where it may apply, levels 2 and 3 can be combined. Level 1 will be
TOgrred to as the basic work unit or work team.)

Steps for Implementation

Step 1--The Libraries/AVC Director, Associate Director and Assistant Directors
(Level 4) should attend an outside program in participative management, preferably con-
current with sessions in human relations training and management development (e.g., the
programs offered by the National Training Laboratories, Bethel, Maine). It is suggested
that since there seems to be no one overtly qualified on the Libraries/AVC staff in the
development and supervision of programs or training in PDM or human relations, that an
outside consultant be secured to develop a program specific to the needs of the Purdue
Librariee/AVC. This committee also offers the suggestion that resources from the Uni-
versity by proselytized for this task. Perhaps d-3/4 time graduate student assistant-
ship could be offered to a Ph.D. candidate in Industrial Management, Organizational
Psychology or Organizational Communication as an inexpensive and efficient means for
fulfilling the needs of the Libraries /AVC.
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(Note It cannot be emphasized enough that any program of thid nature, to be
successful, must be perceived by subordinates in the organization to be positively
valued and reinforced through the actions of top level management.)

Step 2 - A committee should be created through a diagonal grouping of individuals
across all organizational levels and departments to act as an advisory committee whose
purpose is input And feedback for organizational implementation of PDM. This committee
should consist of approximitely 8 members representing eachsof the various units
within the Library/AVC system. (A suggested breakdown would be one member each from:

N, order unit, card prep, serials, Systems/LSD/IMPU/ITIS, AVC, departmental libraries,
reference/circulation, service (shipping, shelving, etc.) and fiscal office/personnel.)
Each representative would have equal rights of membership including voting privileges
with power as a group to make binding decisions in organizational coordination of
Participative Decision Making.

Step 3 - The.Library Director and Assistant Di#ctors (Level 4) should begin
meeting with unit and departmental heads (Level 3). /and openly practice PDM through
information sharing and delegation of decision making authority to the individuals
directly responsible for them. In-house workshops and/or training sessions in PDM,
"human relations", And-supervisory skills should also be initiated for unit and de-
partmental heads. A representative from Level 3 should'be elected by his peers to
represent their interests and input at the regular meetings of Level 4 personnel.
These elected representatives may be referred to as linking pins in respect to
the mission they serve through linking all levels cf management together with input
and feedback to and from each separate level. (These representatives will also
hold equal membership and voting privileges as regular committee members.)

Step 4 - An in-house program of PDM, "human relations" training and super-
visory skill building should be initiated for Level 2 personnel. This group will
also elect a representative to serve the linking pin function on the Level 3
committee.

(Note - Understandably Levels 1 and 2 will contain the largest number of individuals.
It is suggested that due to this circumstance, committees of Level 1 and 2 personnel
be restricted to those individuals directly related to the accomplishment of
specific or closely related tasks (i.e., shelversAnd shipping personnel although
on the same level; would still comprise two separate committees). Concomitant
;with the groupings of Level 1 personnel, a member from each separate grouping is
:(elected to serve as a representative to a general committee of Level 1 pertonnel
who in turn will elect a member to serve as a representative on the Level 2
committee.)

Step 5 - Level 1 personnel should be formed into basic work teams whose
function is specifically oriented to similar tasks within a unit or complementary
tasks within a department. The responsibility for PDM training will rest with the
Level 2 and 3 supervisors.

Some basic tenets for committee organization should be:

1. The purpose of the committees is one of an on-going communication
process of infortation exchange and feedback rather than crisis
intervention.

P. Any member who feels that his rights or privileges under a, system of
PDM are being restricted or infringed upon may consult with the
advisory committee for investigation and subsequent action. (This
.3heu1d not be confused with the function of a grievance committee.)

3. The personal needs and interests of the individual should be encouraged
and developed with an emphasis on blending organizational goals with
personal goals.
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Resources for Implementation

A variety of techniques and resources are available to assist the Libraries/AVC

in switching to this new managerial style. The Task Force met with Mr. Dewey
Scheuffler, the Manager of Training and Staff Development for the University, who
offered the services of his office in preparing a supervisor's instruction program.
Mr. Scheuffler stressed the importance of the Libraries/AVC develapink its own
program, with the advice and assistance of his office. He also gave UA an idea of
the multiplicity of training devices available - programmed texts, audio and visual
aids, management games, etc.

The Measurement and Research Center is also very interested in the implementa-
tion of a program of this type in the Libraries/AVC, and have offered their
assistance. The Task Force called upon them to help design and conduct the group
sessions - these sessions, incidentally, are a good example of just one of the "new"
techniques involved in modern management. Additional expertise is available from
the Krannert School of Industrial Administration, Organizational Communication,
Organizational Psychology, etc.

These are some of the training aids called tc our attention which can be
incorporated into a program for staff development using modern techniques.

Some of the films currently in the AVC are:

Human Relations in Supervision (Armstrong Cork Company, parts 1-4)
Supervisory Relations Series (film strips)
Management of Human Assets (Likert)
Motivation through Job Enrichment

Simulation games are another tool which may be utilized in this area -
the following are owned by the Personnel Department:

Handling Conflict in Management: Superior/Subordinate-Group
Conflict, and Conflict Among Peers, Superior/Subordinate
Conflict. (3 Parts) Roles: participants are managers in a
medium-sized company/ Playing time: approximately 2 1/2 hours

per part. Teams of five players; the number of teams which can
play simultaneously is unlimited.

Managing Through Face-to-Face Communication (...provide an
opportunity for middle managers to practice their communications
skills) "...involves perception in differences in meaning,
working with abstractions; tailoring messages to the receivers,
separating fact from inference, and dealing with emotional
statements." Roles: participants are middle managers.

Playing time: approximately 5 hours. Three to five players
per team; any number of teams can play simultaneously.

Other, commercially available programs include items as Didactic Systems'
Job Fnrichment Multi-Media Program, one-day Seminar which can be run by the
Libraries/AVC - it includes a Seminar Leader's Guide and audio tape ($75), and
participants' materials at $1"=,, per participant.

Programmed texts are another item which might be used - an example is:

Burby, Raymond J. An Introduction to Basic Supervision of People.
Addison - Wesley, 1966.

We cite these illustrative examples to indicate the variety of available tools
which might be-incorporated into a supervisory development program - these are only
examples, and. many more are readily available.
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These concepts and techniques are arduous, time-consuming and occasionally
frustrating. Rather than hiding behind a desk and issuing reams of directives,
the executive is required to interact frequently with hi's or her staff. This
means a reordering,of priorities mat occur, and may have organizational impli-
cations. Span of control, for instance, may have t3 be reduced in some cases
to permit this type of interaction. Attitudinal change is also directly involved,
and this may be the 'biggest hangup in instituting this type of program. The
hierarchical system of management is so deeply imbedded in most of us that major
psychological changes will be required for whole-hearted acceptance of many of
these things.' This is why a thorough and well thought out program is essential.
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CLERICAL AND SUPPORT STAFF

General Background

The average tenure for all clerical positions in the Libraries/AVC is one year.
The holders of these positions tend to be (1) graduate student wives, and (7-pro-
bably overeducated for the tasks they perform. The combination of these factors
poses a special problem in staff development, especially in the larger sense of job
enrichment and satisfaction.

Education

It is especially essential that this group be made fully cognizant of the formal
educational opportunities which are a part of the benefit package at Purdue, and
that furthermore, every effort be made to make it possible for all individuals to
take advantage of these opportunities. It should be a matter of firm policy to
insist that supervisors make every effort to alter schedules as is necessary to
enable personnel to take courses. In cases where there is an apparent insoluble
conflict, the supervisor should be able to turn to either a clerical pool or
arrPnge with other units to provide temporary desk_coverage. To expedite matters,

the Task Force recommended that a clerical pool be established to provide temporary
coverage for absences occasioned by activity of this type.

a
The Study Team.recomiends a Staff Development function should be defined and

responsibility assigned. 'fit is further recommended that the !Unctions of the Staff
Development Office include the capability of advising and counseling staff who wish
to take formal courses. In the exercise of this function, this office should be
fully cognizant of, and refer staff to, such valuable speciilized facilities as
the Guidance Center with its extensive testing facilities, Psychological Services,.
Speech and Hearing Center, and other centers or expertise. This office would also
regularly pliblicize the availability oftlis opportunity to the entire staff.

Upward Mobility

Criteria should be developed to enable the comparison of a non-related degree
to experience and specialized training. Some specified combination of practical
experience plus specialized training should be equivalent to a non-related formal
degree. This is seen as introducing more upward mobility among clerical and service
staff, and should improve long-term morale. The concept of a standardized civil
service testa might be incorporated into the program.

Supervision

'Due to the inherent frustration engendered by the combination of high turn-
over and a "captive" labor market, the study Team feels that it is expedient to
consider and implement improved methods of supervision on all levels - this
recommendation is dealt with at length in the Supervision Section. Here, it is

important to note that these methods should minimize friction at the interface
between supervision and work staff. An important"part of these "new" techniques

is the delegation of some of the supervisor'S authority to those being supervised,
as mentioned above, most of the staff is quite capable of exercising independent
judgment in the area of their work assignment. As this IS implemented, it is

predicted that job satisfaction will rise proportionately, as frustration decreases.
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Because of the high turnover rate, it is especially important to establish a

detailed and on-going job training program. While expensive in time and staff
effort, this seems to be a necessary concemmittant to the utilization of cheap
labor with a high turnover rate. Detailed job manuals should be written for each
separate job, In consultation with the incumbent and the supervisor. Elements
which are common to a number of positions should be made the subject of a formally
organized and prepared "mini- course ", which can be produced and packaged with the
asa,stance of the Audio-Visual Center and the Instructional Media Research Unit and
used for training purposes. The unique characteristics of each job, which, may have
to be communicated first hand to new incumbents, should also be made a part of each
detailed jbb analysis. Insofar as possible, the performance levels expected in
each quantifiable aspect should be spelled out explicity and in detail.

Beyond Orientation

A recurring theme among the number of "inputs" to the Task Force has been the
need for a Consistent, meaningful and on-going training program for all clerical
staff. While.an important segment of this training should be job performance orien-
ted, the equally important element of developing a sense of pride in one's work and
a good knowledge, of how this work relates to the overall Library/AVC effort must
not be neglected. It is suggested that unit heads devote serious attention to this
aspect of training. The important point is that the staff member should learn not
only how their department operates, but should also be informed as to how other
units function and the overall relationship of all units to the purposes and goals
of the Libraries/AVC.

Human Relation Skills

Staff members whose duties bring them into contact with our clientele should
receive additional training,, and periodic updating, in human relations' skills.
Since these people constitute, the exposed 1/8 of the "iceberg" (the Task Force's
analogy), it is especially important that they be aware that they axe represent-
ing,the entire library. It is recommended that an interested committee of supervisors
from all levels (and not chosen arbitrarily) develop ways of implementing this pro-
gram immediately. A variety of techniques are available - climate studies,
attitudinal change techniques, sensitivity training, role playing, etc., etc. The
Measurement and Research Center has indicated, through Dr. James Derry, that they
stand ready to assist in this most important effort.

Staff Association

The Task Force commented that it was intuitively evident-that the morale problems
among clerical staff can be alleviated to some extent by en improved staff association
which better meets their needs. It was recommended that the association have its own
newsletter; free from faculty control, that the association should have,time set aside
during working hours for meetings and its publication should be subsidized by the
LAW administration (as is PULSE). It anticipated that this organization would
provide direction and cohesiveness to staff development efforts directed toward their
arei. It further argued that the excess of talent above can be well applied to this
important task.

The Study Team, bearing in mind the Comments of other Task Forces and individuals,
\. has recommended a broadly based Committee for Staff Concerns which should review these

matters.

Communication

It is noted that many of the morale problems in the Libraries/00 seem to stem
from inadequate communication, and that this is especially true of the Clerical And
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Service Staff. All units seem to need more productive and informative meetings -
both on q unit level and on a system level. People want to know what is happening,

how 1' affects them, and to have the opportunity to speak out on issues which
cone: them. The group session comments and other inputs to the Task Force seem
to indicate a perceived unresponsiveness on the part of the Personnel Office toward
the L/AVC staff.

On another level, and this is also covered in the section on Supervision, it
is essential that all supervisors at all levels get out of their offices and talk
to the staff on a one-to-one basis, a one-to-several basis, and in various other
modes. While it is perhaps a natural tendency for supervisors to become "desk-
bound",the Task Force feels that real dividends will be experienced by activity of
this kind - staff will gain an increased sense of community and enterprise with a
corresponding increase in morale and job satisfaction.

Junior Professionals/Job Audit

It is evident to the Study Teas that a considerable residue of resentment still
exists regarding the abolition of the position of Junior Professional. The Pro-
fessional Staff regarded this function as being supportive of their desire to do
more "proressional" type work, and the former incumbents are dissatisfied both
because of the consequent loss of status, as well asthe loss of real benefits. The

clerical/service staff who were not Junior Professionals still seem to have the
feeling that they as a group lost something - for. Instance, it was theoretically
possible for them to move into this group, and that capability no longer exists.

The Study To feels that the "paraprofessional", by whatever name, is an
integral and important element of.the staff of the Libraries/AVC and is due recog-

nition both in the form of status and benefits. It, therefore, recommends that a
new classification of eaDloyment, between clerical/service and professional in terms
of salary, benefits and responsibilities should be established., This new classifica-
tion would consist of several strata of "pare- professionals" -who perform highly
skilled, technical and/or semirprofessional functions and should include the OAA and

TAA classifications.

Grievance Procedure

Taking note of present inadequacies in the grievance system the Task Force
discussed formation of a grievance procedure or committee having clearly defined
responsibilities, limitations, and powers. Several of these methods are outlined
briefly below. It was decided that no one method would be recommended, this'being
viewed as an important decision to be reached by the entire staff.

Therefore the Study Team recommends that a more effective system for grievances
or complaints should be established.

The Task Force suggested the following possible approaches to a grievance system:

a) Formation of a committee composed of representatives from all branches
and levels of staff excluding the administration, Le., Assets/Assoc.
Directors and the Director. This committee would be elective--the pro-
cedures for electing to be carefully worked out to ensure representation
of all groups. Having received a complaint the committee would Be
authorized to investigate, interview and reach an enforceable decision.
This decision, along with the reasons for having reach it, would be
resorted to the Director. He/She would then have the opportunity to
provide any information which might affect the decision raached. How-
ever, the actual authority to successfully mettle th` complaint would
be vested in Lb.- comma tee.
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b) Development of procedural, structural system. The basic outline for
this approach is a series of elective committees. Each branch or group
of the staff would elect a set number of their peers to a committee.
Complaints would be brought first to this committee where preliminary
discussion and investigation would be carried out with the possiblity
that a solution would be found and the complaint eliminated. If not,
the complaint would be brought to another committee representing a
broader spectrum of the library staff. The process would be then re-
peated with the addition of new and differing viewpoints. The number of
and the structure of the -rarious committees would be devised after ex-
tensive investigation of the Library staff system. However, at some
point a final, representative committee would reach a binding decision.

ci Incorporation of the "grievance committee" into the duties of a new
position. This position would require a professional, experienced
personnel manager and education officer with strong organizational develop-
ment, manpower planning, and people sensitivity skills. This approach
Works from the idea that one person of this nature would be more efficient
and economical than a committee of several members. This person would
have a Complete working knowledge of the policies of the university and
top library administration. She/He would serve as an intermediary between
staff and supervisory, and also have a thorough knowledge of payroll and
benefit programs.
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General Remarks

The professional librarian in the Purdue Libraries/AVC seems to be enmeshed
in a strange system which imposes conflicting demands and poses some very difficult
questions relating to staff development. On the one hand, it is the professed
attitude of administration that researching and teaching the conventional modes in a
high level are desiderata especially to justify our having "faculty status" - on
the other hand, it is immediately apparent that professional staff members are re-
warded in promotion and salary for superior performance in the areas of management,
supervision, and conventional library duties. It seems evident that if research,
writing and teaching are to be done, that some of the other demands of the pro-
fessionals must be subordinated to some degree.

A factor which presents real difficulties in implementing research programs,
as %;c11 as in pursuing advanced education is the geographical location of Purdue -
sister institutions with the required facilities are a hundred miles or more distant.
Another factor is the regulation regarding pursuing an advanced degree stated in'the
Faculty Handbook - such an effort is strictly taboo. This precludes a very desirable
activity - cooperation between the Libraries/AVC and appropriate University depart-
ments (Industrial Management, Industrial Engineering, Education, etc., etc.) whereby
a candidate could both pursue an advanced degree and do research on problems of
interest to the Libraries/AVC. This situation has the further deleterious effect
of shutting off a potentially valuable source of funding, since the funding base
for discipline-oriented research is broader than that available for in-house library
research.

Sabbaticals

To the extent that barriers or impediments to in-house research and study exist,
it seems desirable to pursue these activities by means of Sabbatical leaves. There

are certain problems involved here, also. One such problem is the attitude of
present staff, or a substantial portion of the present staff, that Sabbatical leaves
in the past have not resulted in benefit to the Purdue Libraries/AVC, since the

recipients of these leaves have been known to leave for greener pastures. Perhaps we
should adopt the typical view of-teaching faculty that these leaves are not specifically
intended for the immediate benefit of the granting organization, but ratFiF are an
essential ingredient in the academicians' career plan which benefits the profession es a
whole rather than a particular institution. It further seems apparent that an or-
ganized and on-going program of Sabbatical leaves would enhance job satisfaction

even on the part of professionals who are not participating - the possiblity of a

reward of this sort would seem to be an important inducement to redirect the
thinking of cur more junior professional staff toward research and advanced study.
The Study Teem hereby goes on record as approving both the principle and the prac-
tice Of Sabbatical leaves as an essential. element in the overall staff development
program for professional staff.

Relating to the research problem is the problem of continuing the researcher's
normal aetivilp r the -period -the research done. Mere
are several examples to support the contention that this is more feasible, say, in

department library positions than in general library positions. If it is indeed a

policy on the part of the Library/AVC administration to encourage and promote
research activities, a determined effort should be made to increase the flexibility
of job assignments in these areas that 'seem to be locked in a 40 hour per week

schedule. One possibility that suggests itself is to use departmental librarians
who do not want to do research to provide released time for this activity.
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Teaching

The implementation of the teaching function is somewhat more difficult. It has
been suggested that our various capabilities of subject bibliographers in our field
of expertise be applied to as many different areas of formal instruction as possible- -
the draWback to this is that most teaching professors consider that they have a
better command of the bibliography of their area than is possible for an "outsider",
and are, for the most part, reluctant to turn to the Libraries/AVC for formal
assistance. This statement is not meant to discount the desirability and possibility
of each professional librarian's role in interpreting and publicizing the resources
of the Libraries/AVC to all teaching faculty--however, this activity .is seen ac
being at one remove from formal teaching, with consequently lower recognition as
being a part of the formal instructional effort. In summary, the professional
librarian's most suitable role would be that of formal and informal Ustruction
in the art and science of literature searching, information retrieval and the like,
with appropriate courses in the literature of particular subjects being offered
in areas where this acitivity is seen as being desirable and productive.

11224E521.2E

A particular professional staff aLtitude that struck the Task Foice as being
incongruous is the attitude toward "non-professional" duties, particularly super-
vision. Most of our professional staff are also supervisors, and they possibly
tend to regard this activity as being non-professional. In addition to the effect
of increasing job dissatisfaction, this attitude, to the extent that it exists,
probably is reflected in the quality of the actual supervision that is done. We
view the supervisory component of library professionalism its not unique to the
Purdue system, but rather typical of most larger libraries of all types. It seems
to be high time that supervision, per se, is recognized. as an indispensable part
of the librarian's professional skills and that this recognition be conveyed by the
administration to all professional librarians in the system. Further, our pro-
fessional staff should be encouraged and supported in the development of these
skills by formal training both at Purdue and elsewhere, in-house seminars, etc.
(See the section of this report dealing with supervision for more detailed sugges-
tions.)

In line with these general observations, the Task Force feels that when filling
administrative positions, emphasis should be placed upon administrative skills,
rather than traditional bibliographical training.
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RECOMMENDATIONS

The "Recommendations - General" section immediately following represents
broad areas where specific action programs are indicated. In some cases,
these programs will involve lengthy and administratively-difficult procedures,
with no apparent immediate payoff in terms of concrete results. jhe next
section - "RegOmmendations - Specific" contains recommendations about
specific problems 012 opportunities which, in the opinion of the staay Teams,
can be addressed immediately.

Underlying seve al of the " Recommendations - General" is the general
consensus on the pax of the Study Team that the Libraries/AVC should begin
an immediate movement toward a management style based on the applicable
findings from behavioural research, especially as these findings have been
modified and implemented in the field of managerial science and techniques.
The reason that no specific recommendation in this area is made is that the
Study Tema does not feel that it has the competence or expertise to prescribe
particular model of a system that will best satisfy the somewhat unique

needs of a large academic library, and further, that the system to be
devised should be implemented only after very careful deliberation on the
part of the administration and after they have availed themselves of the best
information which it is possible to obtain. We refer the reader to the
section on "Supervision" and especially to the sub-section on "Participative
Management" as being examples of two elements that are typically found in
modern management systems but caution the reader that these do not by any
means constitute the entire system.



GENERAL RECOMMENDATIONS

The Study Team makes the following general recommendations concerning staff
development,

9. The Libraries/AVC should begin an immediate movement toward a management
style based on the applicable findings from behavioral research.

10. There should be a greater consciousness in recruitment of the desirability
of building up a wide range of expertise (e.g., SDI, user surveys, historical
bibliography, interview techniques, citation analysis, specialist literature
of any kind) as well as subject backgrounds. This would increase the collec-
tive competence of the Libraries/AVC staff. Greater familiarity with and
exploitation of such specialist knowledge should be developed immediately.

13. A new classification of employment, between clerical/service and professional
in terms of salary, benefits and responsibilities should be established. This
new classification would consist of several strata of "para- professionals" who
perform highly skilled, technical and/Or semi-professional fUnctions and should
include the OAA and TAA classifications.

27. Committee for Staff Concerns
reirWeresalTiTariSi=staff concerns committee to examine matters of

supervision, personnel policies, staff development, and working con-
ditions.

(b) The Study Team would see the committee as reporting to the Director
and also acting in an advisory capacity in personnel matters,

(c) This committee should be broadly based.
(d) It is suggested that we start with an elected interim committee with

two functions:
1. Devise a suitable permanent committee(a) based in part upon the

findings of the study.
2, Handle such urgent assignments as are referred to it.

36. Libraries/AVC staff sho*ld be trained in setting performance goals. Written
statements of such goals are recommended as well as the evaluation of staff
in the achievement of these goals.

28. Problem-oriented and discussion-type meetings involving all levels of staff
should be instituted to deal with the variety of communications and undeee
standing problems turned up by this study.

61. A program to incrase the knowledge of all functions and departments of the
Libraries/AVC among all staff should be designed and implemented.'

64. During the study there has been considerable evidence of inadequate knowledge
of polidies relating to salaries, benefits and personnel policies. It is recom-
mended that a high priority be given to the better communication of these matters
and to the more ,effective remedying of misconceptions. In particular, an
employee handbook should:be developed to include information op:

- -Libraries/AVC table of organization;
--Library administration;
- -Library units and their functions;
- -Wages and benefits including grievance procedures;
- -Procedure for enrolling in classes;
- -Explanation of service credit.
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68. The Libraries/AVC should move towards a policy of making personnel files
available to individuals concerned.

69. A more effective system for grievances or complaints should be established.

9L Greater attention should be given to staff asvelopment, both by encouraging
self-improvement and by providing assistance as appropriate. Not only does
the Libraries/AVC employ aver 200 staff, but these staff depends very directly
on the skills and effectiveness of our staff. A staff development function
should be defined and responsibility assigned, with a specific charge to:
a. expand the development of the individual staff member through increased

awareness and utilization of available programs and benefits, and
b. preparing and administering new programs in on-the-job training.

92. Training programs in the area of human relations should be started to improve
our skills, particularly those staff show duties bring them into direct con-
tact with the clientele of the Libraries/AVC.

94. The possibility of scholarships and/or released time with pay for clerical
and service staff to gain additional formal qualifications in job-related
areas should be explored.

95, A work -study program in library science for clerical and service staff should
be instituted.

98 The opportunities for taking courses, which we regard as a part of the benefit
package attendant to employment at Purdue, should be extended to all staff on
an equal basis and, further, even be encouraged by the introduction of more
flexibility in job assignments, establish of a clerical pool to cover desks
during incumbent's absence for this'purpose, etc.

99. The Study Team draws attention to the problems of finding the opportunity
to conduct research, to write, or to attend continuing education seminars"

when there is a heavy pressure of professional duties (including adminis-
trative duties), and that some aspects of faculty status, namely criteria
for promotions and tenure, make this problem more critical. A deliberate
effort should be made to release professional staff, particularly in the
lower ranks, from structured schedules so that research can be pursued.

100 Sabbatical leaves for the purpose of study and research should be encouraged
mad promoted among interested professional staff.

105. The Study Team identified the quality of supervision as a matter of major
importance. We recommend that the design and implementation of suitable
programs for the various erpups of staff be given a high prioilty an& fur-
ther that these programs be tailored to specific Librariea/AVC needs. After
the initial pilot stages are completed, successful completion of the appro-
priate course should be expected of all staff, both professional and clerical,
who have any supervisory duties whatsoever.
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The Libraries/AVC should institute a more formal program of orientation,
information and job-related education. There are two facets of this recom-
mandatidn:
a. the establishment of an Office of Orientation and Education, and
b. the establishement of a continuing program of education and training

in supervisory skills tailored to the needs of the Libraries/AVC.
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SPECIFIC RECOMENDATIONS

The Study Team makes the following specific recommendations.

14. Statements were made relating to the desirability of backup personnel, both
for covering desks when regular incumbents are absent due to illness or vs,-
cations, and covering positions when an incumbent is pursuing educational
benefits. It would seem highly desirable either to establish a "labor pool",
or,to increase the flexibility of assignments to the point where these needs
can be served. Flexible assignments would also have the desirable effect of
improving inter-departmental communication.

15. Several groups noted that they are frequently asked to do work which they
regard as work more suitably performed by groups outside of the Libraries/AVC
(particularly, Physical Plant for moving furniture and other physical labor
including Janitorial tasks). The administrative procedures necessary to
obtain help fro Physical Plant should be refined to make this more practical,
and all supervisors should be apprised of this.

57. Supervisors should make every attempt to keep rules uniform; when this is
impossible or impractical, exceptions should be made in such a manner that
it does not make the supetvisee "lose face."

96. A general deficiency in the machinery for upward mobility was noted, The Study
Team recommends that the possibility of hiring most new personnel at a low
level (Clerk 2, for instance), with the higher level positions to be filled
by promotion from the ranks, be considered.



00014,5

CHAPTER IX

LEADERSHIP AND SUPERVISION

This chapter is based on the report of the Task Porce on Leadership
and Supervision. Membership of the Task Force was H. Kuntz, Jo Pinzelik,
C. Stafford, Chairperson,and M. Zurawskis

This review of Libraries/AVC management in the supervision and
leadership was based on six principles:

1) Responsibility for leadership and supervision approaches
in the Libraries/AVC should be clearly defined;

2) Leadership processes used should be positive, and designed to
maintain high staff morale and effectiveness iii the Libraries/AVC;

3) Effective motivational forces should be used by superviiora

through the Libraries/AVC;

l) Decision making throughout the Libraries/AVC should be effective

and lead to prompt action;

Staffing patterns should assure that effective supervision
and leadership are provided to critical Libraries/AVC programs;

6) Leadership and supervision should be effective in conveying purpose
throughout the system and in mobilizing resources constructivelk.

5)

Following is a discussion of the present situation.

e
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The first principle to consider is that the responsibility for leadership
and supervision approaches in the Libraries/AVC should be clearly assigned. Our
findings indicate that there are responsible and dedicated leaders,and supervi-
sors in the Libraries/AVC. However* there are varying degrees of leadership
and competency of supervision. This is in a large part due to the general lack
of preparation of the professional staff as supervisors. This problem of lack
of training is intensified by the uncertainty of the individual supervisor's
responsibilities and his/her place in the chain of command. This is especially
evident in the middle supervisory level.

Permeating the two above - mentioned problems is the clogged, intermittent
and faulty lines of communication which prevent fast dispersal of information.
In addition, there is a general lack of any forte]. method of checking the
effectiveness of the communications channels. If the above conditions are not
remedied, the only outcome will be an increasingly sluggish bureaucracy that
fails to provide the information needs of the University.

The second principle is that the leadership processes used should be
positive and designed to maintain high staff morale and effectiveness in the
Libraries/AVC. A reasonable degree of trust and confidence exists between the
staff toward their supervisors and vice versa. However, the staff does not
believe that this trust is wholeheartedly returned. Thus, one can perceive the
beginning of distrust toward the supervisors. This is additionally evident by
the fact that an appreciable minority felt that their supervisor was not a

s. leader. This should be viewed as especially serious in those units where non-
supervisors are viewed as leaders and supervisor is not.

The problem with the supervisor not being trusted is that he/she will have
extreme difficulty in getting his/her staff to initiate the communications neces-
sary for producing the information needed to allocate the unit's resources and pro-
vide the requested services. If the supervisor is not viewed as a leader, new
methods of accomplishing the requested services will be difficult to implement.
Another problem with the supervisor not being viewed as a leader is that in dif-
ficult and high stress conditions, a strong leader can often maintain a high
staff morals to help surmount the difficulties. A supervisor who is viewed as a
non-leader might compound his/her problems and difficulties in trying to over-
come the bad conditions.

In examinir the third principle that effective motivational forces should be
used by supervisors throughOut the Libraries/AVC, the Task Force found from the in-
formation obtained from the questionnaire that effective motivational forces are
used moderately in the management of the Libraries/AVC. The evaluation of a ques-
tionnaire is especially difficult when dealing with abstract concepts such as moti-
vation, goals leadership, and staff attitudes. (Unfortunately, the interpreter's

view is always present in .any evaluation.) Several of the criteria used to deter-
mine motivational forces fell short of the acceptable range. Therefore, the Task
Force believes that this was a reflecioneof a moderate usage of positive motiva-
tional forces.

The Task Force's interpretation of three key motivational factors -- possibility
ee for advancement, variety, and pay--appears to be negative in tone. A substantial

number of the Libraries/AVC staff feel that their possibility for advancement is
severly limited, if not, in fact, non - existent. A considerable number of staff

are bored because of a lack of variety in their jobs. 'Feelings about pay were

generally less negative but there is substantial discontent noticeable.
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The Task Force's present rather pessimistic feelings concerning the Libraries/AVC'e
use of effective motivational forces are reinforced by comments ".added to.the ques-
tionnaire by the staff. The comments, varying in length from a word to several
paragraphs,7are difficult to enumerate,and interpret in a few words. A few para-
phrased and - edited examples may convey the tone of them - lack of effective
grievance procedures, very negative comments about the job audit, necessity .for
better trained supervisors. Thus,/ttappears that at the present, Libraries/AVC
,does have_scme potentially serious managerial problems. However, one factor Must
be stressed here. This.factor is the reservoir of potential good will of the
Libraries/AVC staff toward the organization. We feel that if the Libraries/AVC
moves quickly to begin the process of correcting the various situations and condi-
tions which portend serious managerial problems, this latent reservoir of good
will can be drawn on as a source of energy in accomplishing the repair and
renovation and this reservoir can also act as a basis from which to launch a
renewed drive towards increasing the quality and quantity of the services
offered by the Libraries/AVC.

.The-. fourth principle is decision making throughout the Libraries/AVC should
be effective and lead to prompt action.. When we reviewed this, we discovered that
the "Chain of Command" upward is clearly defined, but some deficiencies exist in
the opposite and linear directions with resultant faulty communication. Some
respondents felt that a lack of feeling of unity and cooperation among the staff

P
contributes to thi ,

ier

but that there has, been a degree of improvement within the
last year. A f respondents, voiced the opinion that a lack of feedback from the
top administrative levels. on suggestions made by faculty resulted in poor morale
in the, professional staff. This may point out that."prompt action" in decision
making is not currently conspicuous. Generally, all staff members should be made
to feel that their suggestions are appreciated and at least to be considerid;
recognition for input, in the form of suggestions, is often self-motivating to
the staff. A follow-up consultation or explanation of the decision should be
considered essential by supervisors and necessary to furthering open communications.

Decisions regarding unit procedures is a sensitive area. Not enough innova-
tion is allowed in routine procedures. There was also a great deal of feeling '
expressed that the person performing a specific task be allowed to make decisions
relating to the mechanics of the task performances; he/she is often the most
reliable source of information regarding aspects of the task which are not always
obvious to a supervisor. Flexibility in the performance of routine tasks can and
often does lead to more efficient operations.

The Task Force found a general feeling of lack of team-work among the various
departments, units, etc., and at the same time a belief that team spirit is necessary
for maximum efficiency. The Libraries/AVC needs a staff that is working toward a
common goal, and knows and understands'that each person, each department and section
can achieve that goal best by cooperation. Along with this, the individual must be
made to feel that his/her effort is necessary and appreciated. Supervisors can and
must foster self-esteem among the staff, which should, in turn, foster individual
motivation and improve cooperativeness. A true feeling of team-work can be achieved
only when each individual's part is evident in the plan, and each individual believes
that he/she is a vital part, recognized for his/her efforts.
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When the Task Force reviewed the fifth principle that staffing patterns should
assure that effective supervision and leadership are provided to critical Libraries/
AVC programs, staffing patterns among the professional and supervisory employees
were found to be favorable, with the possible exception that a majority of
supervisors felt they needed more knowledge of management techniques. The Task
Force felt that the support staff as well could benefit by expanded understand-
ing of aanagemett expectations in general, for the good of the overall system.
Generally speaking, all personnel, and supervisors in particular, would benefit
from an expanded training program. All supervisory positions should require the
completion of a management course on the part of the applicant or current
position-holder. Many supervisors were found to be yell-intentioned but felt
unknowledgeable about management technique:.

Staffing patterns of non-supervisory support personnel seem much more
unsatisfactory. A high turn -over rate is viewed by euporvisors ae a threat
to efficiency; while the same high turn-over jobs are vieerzei;by auppor staff as
unchallenging and lacking in variety, responsibility endepossibility for

advancement. Some form of recognition for merit i: badly needed in the eyetem.
Positions within areas sometimes vary little in job level, which creates a
lack of potential reward for added training or effort. Individual super-

visors have little or no authority in granting rewards for their staff, i.e.,
pay, promotion, etc., whereas, those who have authority do not know of out-

standing individual efforts. In order to humanize the system, we must let
the individual know that those he/ate works with every day recognize
his/her talents and efforts to do a better job.

The support staff feels they should receive a more encompassing training
program given in the: same form as the present orientation course: a description

of the Libraries/AVC sycten,tiad its parts, how to talk on the phone and with patrons
and fak;u1Ly, what Libruries/AVC management expects from-them in the performance of

their duties, etc, This idea of an expanded central training program was also
suggested by some supervisors as a method of cutting down on time spent by them for

training and as a method of promoting an additional feeling of belonging to the

whole organization.

When the Task Force considered the sixth principle that leadership and super-
vision should be effective in conveying purpose throughout the system and in mobil-
izing available resources constructively, they found that at present it seems that
the supervisory energies are mainly focused on completing the Libraries/AVC activ-
ities and very little energy is going into the satisfaction of the needs of the
staff. Tbiq in part would seem to account for some of the morale problems evident
in the Libraries/AVC. One of the main reasons little emphasis is placed on staff
need satisfaction is that the administrative staff lacks supervisory training on how
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to go about fulfilling staff-needs or esen how to determine staff-needs. It

should, though, be stressed that the major component of a staff member's pro-
ductivity should be the accomplishment of the Libraries/AVC activities. There
is, however, strong indications of the need of insuring that a person's job is
not entirely confined to routine tasks. This does not mean that routine tasks
would be elieieetas, but it does mean that non-routine tasks should he parceled.
out to all staff members.

A second facet of this principle is that suceess of supervision is measured
and rewarded on the basis of the opportunities provided for staff growth along with
achievement cf the Libraries/AVC goals. Unfortunately, the Libraries/AVC is lacking
formally recorded goals on which to measure the performance of the various units.
This lack of formally stated goals for various units creates a lack of guidance as
well as not giving a clear means of attempting to measure the performance of the
units. However, if the supervisor were rewarded for his/her unit meeting or sur-
passing the unit's goals, and these goals were only concerned with performance and
did not include the concept of personal development of each individual staff member
in the unit (the supervisor included), there exists the potential of future labor-
management trouble. In addition, trouble would also be certain if the supervisor
were the only one rewarded for the unit meeting or surpassing its goals. This
trouble would take tne form of a low motivated, insecure and unproductive staff.
If there is a lack of the above-listed qualities in any staff member, this laCk
detracts from the overall ability of the Libraries/AVC to fulfill both quantity
and quality of the services dmaanded of and supplied by the Libraries/AVC.

Another consideration of shin principle is that the supervisor's primary task
ie mediating the conflict betyeen organizational goals and individual needs and
desires. At the present time, this is not being done in the Libraries /AVC in aay
organized fashion. This is due to three major reasons. The first is :`the lack of

formal goale; the second is the lack of time on the part of the supervisors; and
the third is the lack of training of the supervisors on how to identify an indi-
vidual staff member's needs and dedires and how to relate these needs and desires
to the organizational goals.

RECOMMENDATIONS

1. Our first recomeendation is that the Libraries/AVC should move to have its
organization seeeeeere along moee funeelonal lines. This would require the
movement of non-homogeneous services (internal or external), which are under the
responsibility of one unit, to other units which have the responsibility for the
services which are homogeneous with their own services. This would allow and
require supervisors to concentrate their expertise in very related areas and limit
the duplication of energies and responsibilities.

There are two dividends to the Librari-?-.s/AVC for having a functional organi-

zation. The first is that the responsibility of homogeneous services will reside
in one unit and decisions about these services can be made that will maintain the
uniformity of the services, as well as reduce the number of people consulted to
make the decisions. The second dividend is that when another unit needs a service,
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the supervisor of the unit will know where to go for the service his/her unit
needs and will not require the duplication of the service.

A second aspect of this functional organization is that the job description
should conform to the requirements that the supervisor places on the people filling
the position as well as the requirement.n really necessary to do the work. There
does seem to be some discrepancies at present, in particular in regard to the
level of education requested for some jobs. This type of discrepancy as well as
others create morale problems which very definitely cause problems for supervisors
in being able to Ehsure that the services are provided. This morale problem arises
because of two reasons. The first reason is that due to the failure to get the
job level up to the proper pay level, the people in the position feel they are
victims of discrimination. The second reason is that unspecified requirements or
requirements unnecessarily high will block good people who do nct have the requested
levels of requirements for one reason or the other. This will prevent, the afore-
mentioned people from being able to advance to higher paying positions. This will
create frustration, hard feelings and jealousy which generate tension and destroy
the unit's ability to provide its services.

A. Our second recommendation is that the Libraries/AVC proceed to write and con-
tinuously review the Libraries/AVC's policies and procedures necessary for providing
the services of the Libraries/AVC. There are four reasons for this recommendation.
The first is that it would provide the necessary information for the Supervisors
to develop their training routines for their employees. The second reason 'is that
supervisors would have a public definition as so what and how the services of their
units were to be performed. This would allow the supervisee to have some method of
requesting further definition as to what was required of him/her in regard to various
aspects of his/her work. The third reason is that it would provide a continuity
of operation within the unit as well r.s across units. 'Procedures and policies
will be defined and open for discussion atd review as to whether the Overall
Libraries/AVC system is providing the services needed and/or requested by the users
of tre Libraries/AVC. The fourth reason in that the policies and procedUres are
some of the more important basic information needed by the Libraries/AVC to begin
to assess and measure the quality and quantity of the services provided by the
LibrarieS/AVC.

3. Our third recommendation is that the Libraries/AVC should institute a
program of orientation, information and job-related education for the entire
library staff. The main thrust of this program would be to provide orientation,
information and specialized instruction for new staff members and continuing edu-
cation and professional enrichment for all staff members. This education could
take the form of personalized instruction, informal discussion groups, formal
workshops, seminars, lectures and short courses. The resource people for the
above-mentioned educational programs could come from the library staff, other
university staff and outside speakers and lecturers -- finances permitting. Perhaps

one point should be stressed and this point is that the orientation, information'
and education should not only be for guiding the individual to operate as an optimal
member of the Libraries/AVC staff, but also to enerate as a member of the Univer-
sity staff.

One area of great importance is the education of the management staff in

effective supervisory techniques. The development of suitable courses designed

to improve the quality of supervision is seen as a matter of major importance.

Completion of an appropriate course should be expected of all supervisors.



000151

A second area of equal importance is the orientation and job-related education
of staff people in new positions and of the entire staff on policies and procedures.
This area is of such prime importance that we feel a new position should be created.
This position is that of Orientation and Education - Officer who would report to the
Personnel. Office. The responsibilities of this pobition would be to determine what
the needs of the Libraries/AVC are in regard tQ orientation and education of its
staff, formulation of an overall plan to fir/fill these needs, and with the aid and
cooperation of the supervisors of various units produce the necessary programs to
fulfill the orientation and educational needs of the staff of the Libraries/AVC.

We feel there is one important consideration in regard to how much and to whom
this education is given. This consideration is that of the length of time the
employee is here or is expected to remain within the system. We are of the opinion
that the quantity and complexity of the education should be related to the above-
mentioned consideratieL.

4. In order to facilitate communication of the Libraries/AVC goals, and to
provide a method of assessing how the Libraries/AVC staff is meeting these goals, we
recommend an evaluation of each staff member at least annually. This evaluation
should take the form of a development review of all professional, administrative,
and Support staff performances. One facet we feel is especially important to assess
is the development of managerial ability of supervisors on all levels. Methods
should be developed so that the supervisee can have the opportunity to provide
input on the supervisor's managerial methods at this time. We feel that this
recoMmendation will promote communication and participation in management through-
out the Libraries/AVC system but will be of particular value in units with wide
areas of responsibility and large staffs.

5. In general, the clerical/service staff feels it has little opportunity for
input into the Evatem for the carious reasons given previously. In this regard
We suggest the creation of a Committee for Staff Concerns. The main responsi-
bilities of this group shall be the surveying, the discussing and the report-
ing of recommendations to the Director in matters of supervision, personnel
policies, staff development and working conditions. A longrange goal of the
Committee would be the establishment of a network of cooperation among all
staff members and an increased awareness of clerical/service motivational
factors on the part of the Libraries/AVC administrative and supervisory
personnel.

6. In order to aid recommendation number 3, it is recommended that there be
established a labor pool which could be used to back up the various unite when
some person was sick or attending training. This would require the formulation
of priorities so as to determine which unit and condition had first draw on this
pool. It is felt that this pool would lessen the effect of the interrupted
service during orientation, education, maternity leave, or otifer temporary
absences. However, it is recognized that there are several practical problem
involved in implementing this.
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RECOMNENDATION1

The Study Team identifiel the quality of supervision as a matter of major
importance and makes the following recommendations.

3. The Libraries/AVC should structure its organization along more functional
lines. A study should be made to determine priorities and locations where
regrouping of related and/or similar functions can be achieved, including
the Audio-Visual Center.

53. There should be a program for preparing, discussing, recording, distributing,
publicizing, and reviewing policies. The policies should be reviewed on an
annual basis to ensure that they reflect the range and type of services the
Libraries/AVC should be providing.

106. The Libraries/AVC should institute a more formal program of orientation, infor-
mation and job-related education. There are two facets of this recommendation:
a. the establishment of an Office of Orientation and Education, and
b. the establishment of a continuing program of education and training in

supervisory skills tailored to the needs of the Libraries/AVC.

101. There should be a development review made annually of all individual perform-
ances including managerial abilities.

27. Committee on Staff Concerns
(a) There is a need for a staff concerns committee to examine matters of

supervision, personnel policies, staff development, and working con-
ditions,

(b) The Study Team would see the committee as reporting to the Director
and also acting in an advisory capacity in personnel matters.

(c) This committee should be broadly based.
(d) It is suggested that we start with an elected interim committee with

two functions:
1. Devise a suitable permanent committee(s) based in part upon the

findings of the study.
2. Handle such urgent assignments as are reterred to it.

14. Statements were made relating to the desirability of backup personnel, both
for covering desk when regular incumbents are absent dna to illness or vaca-
tions, and covering positions when an incumbent is pursuing educational bene-
fits. It would seem highly desirable either to establishia "labor pool", oi
to incrase the flexibility of assignments to the point where these needs can
be served. Flexible assignments would also have the desirable effect of
improving inter- departmental communication.

In addition, attention is drawn to the recommendations made in Chapter VIII:
Staff Development and Chapter X: Personnel.
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CHAPTER X

PERSONNEL

This chapter is based on the report of the Task Force on Personnel. Member-
ship of the Task Force was J. Basake, Chairperson, M, Gibbs, H. Graf, R. Long and
M. Rudy. In addition to reviewing the appropriate section)of the Study Manual
and examining other matrials, the Task Force interviewed As. K. M. Markee,
Personnel Librarian and J. Gantz, M. Drayer and B. Buche of the University
Personnel Administration.

In addition five sets of data were supplied by the University Personnel
Administration concerning the composition and remuneration of different levels
of clerical and service staff. *Umerous other data were acquired from a variety
of other sources including a questionnaire concerning staff characteristics.
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PERSONNEL ADMINISTRATION

"Good personnel administration helps individuals to utilize their capacities to
the full and to attain not only maximum individual satisfaction fram their work
but also satisfaction as part of a work group."1 The personnel administrator should

perform several important functions: (1) the provision of personnel procedures and
services as an aid to supervisors in getting more effective results with the people
in their work groups. Among these procedures and services are job descriptions,
recruitment, interviewing ane testing, orientation programs, training programa,
wage and salary surveys and their administration, and development of empZoyee.benefit
programs.' (2) The development and updating of manpower plans to meet the organiza-
tion's needs. (3) The study of indicators of personnel problems -- absenteeism,
accidents, high turnover; rIevanoes, etc.

Skills Needed byethe Personnel Administrator

The personnel administrator must first
management !techniques. Other skills needed
trust and respect, the ability't6'recognize
and the ability to establish and maintain a

Role of'Oersonnel Within the Organization

of all have a thorough understanding of
are "the ability to establish mutual
and respect individual differences
motivational environment".2

In most large organizations the personnel administrator serve8 as a staff
specialist; that is he offers advice, service and consultation with respect to
managerial functions that directly involve the line manager (supervisor).and his
work grqUp. The line managers are those who have complete responsibility for the
results achieved by the people in their unit.

Personnel Administration aL Purdue Universitx

The Department of Personnel Administration in conjunction with the Clerical
and Service Personnel Committee establishes policies and procedurwWhich are to be
applied uniformly for all clerical and service staff in all departMents of the
University. The Department of Personnel Administration provides a centralized
recruiting service, provides a testing service, develops wage and salary scales,
establishes service credit, maintains employee records, provides skills training --
typing, shorthand, etc., and establishes the employee benefit program.

The Libraries/AVC Personnel Office was established on February 1, 1962 to
provide assistance to LIAVC management. No other department on -a us has a
personnel officer; buslneen; representetives.nandle many non-hiring personnel activities
in the other departments.

In addition to the duties associated with recruitment of Clerical, service, and
stu nt staff, the-L/AVC Personnel Officer performs the administrative functions
inv7ved in recruiting professional staff. These duties include handling correspon-

dence, placing advertisemonts, maintaining files of possible candidates, and
scheduling interviews.>

1
Paul Pigors. Personnel Administration. 6th ed. McGraw-Hill, 1969. p. 30

2
O. G. DaLaba. "The dual responsibilities c m=maging human resources" Indiana
University Graduate School of Business. Business Horizons. vol. 15, no. 6

December 1972 p. 44-45

3 Memo from JoSeph M. Dagnese, Director, L/AVC, May 17, 1972.



STAFF CONCERNS

The various areas of staff concerns are arranged in alphabetical order.

Communications
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A communication problem was found to pervade every aspect of personnel
administration. The resulting confusion creates frustration and misconceptions on
the part of employees in dealing with university policies and procedures, many of
which Are quite clearly spelled out. This communication gap begins with top manage-
ment and seeps down to the lowest level of organization.

In our interviews with the Library Personnel Officer and the University
Personnel Administration we found discrepancies regarding the interpretation and
implementation of personnel practices. For example each office assUdet that the
other insures correct beginning service credit. However, to insure correct service
credit Personnel Administration must know what job the applicant is Tilling and
whether, if in the opinion of the supervisor and L/AVC Personnel'the applicant's
experience has received the credit it deserves. The Task Force believes that a closer
working relationship between the Library Personnel Officer and University Personnel
Administrtion would benefit L/AVC employees by eliminating confusion and miscon-
ceptions concerning policies and procedures, and by eradicating the proverbial
"run-around". Periodic meetings are one means of moving in this direction. Through
the exchange of ideas, the airing of library personnel problems and the reviewing
of the laest developments in the personnel field, both offices can function more
consistently and completely.

Because of the volume of employees referred by the L/AVC personnel, the office
has relied on supervisors to answer many employee questions. Although this is an
accepted means of handling the situation, supervisors are not prepared for the role
of intermediary, and often are not even aware of this duty which they are expected

to perform. In many cases the supervisor receives the same memo as staff, and is
expected to clarify and interpret policies without the proper background or added

explanation. Consequently employees do not receive consistent information concern-
ing policies and procedures. As a result the employee is often uninformed or even
misled concerning library policies and benefits.

The SW, ?eta urges the development of a manual for supervisors,. This manual
should include information on techniques of interviewing, an explanation of employee
benefit programs, wage and salary administration, termination procedures and any
other information which would help the supervisor in day-to-day relationships with
staff. The s9'pervisor's responsibilities to the new employee should be detailed.
For example many supervisors are unaware of what information is given to the new
employee by L/AVC Personnel and what needs to be explained by the supervisor.
Policy sources should be referenced and the manual up-dated yearly. References
such as the Business Procedures Manual should be placed where employees have easy
access to them.

On the first dey of work, each new employee is given the booklet, You and

J'urdue. Because thts handbook is intended for all Purdue University clerical and
service staff, it deals mainly with general university policies and doesn't provide

specific L /A(C C information. Consequently the policies are vague, paraphrased and

unreferenced thus providing the employee little opportunity to interpret policies
according to the individual situation.

To further insure that each employee receives consistent answers to questions
concerning L/AVC policies and benefits as well as to save valuable time on the part
of both the Personnel Officer and the employee's supervisor, the Study Toms recommends
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should include information regarding the L/AVC table of organization, library offices,
units and their functions, wages, benefits, the grievance procedure, and the sources
of the above infordation.

;;-------Inadaition each staff member (.1 the L/AVC should be given a current directory
of staff members which should include each staff member, his or her position,
department and phone number: The Task Force feels that such a directory would,facili-
tate comunication between departments by aiding staff members in learning whom to
contact for unusual problems or questions.

Furthermore the Task Force proposes the establishment of a committee to examine
areas suitable for a staff lounge which would be available to all levels of staff and
easily accessible to the majority of members. A staff lounge would be an ideal place
to post personnel policies, announcements and unfilled positions of interest to both
support and professional staff. Although pertinent policies and vacancies are
currently posted in the L/AVC Personnel Office, it is felt that the size of the office
limits the available bulletin board space and the geographic placement prevents
many employees from keeping up with the latest postings. Until a lounge has been
located, it is suggested that the order unit serve as a temporary location for the
posting of professional vacancies since most professionals have business there.
A bulletin board in the first floor circulation workroom could serve a similar
purpose for support stiff. (MEI Sims the report et t Tivek Perm, professional
osmosis' hove been posed in thiOrder Unit and university support staff vacancies
posted in seven locations.)

Acolos to Personnel Files

It is the unwritten policy of University Personnel Administration not to release

employee files which contain a history of employment and wage record to anyone
without a court order. On the other hand much of this information has been put
on the computer and is available in condensed form to the individual who requests

it in writing.4

It was the opinion of the Task Force that continued confidentiality of Libraries/AVC

personnel files serve no purpose and that open files would encourage objective, fair
and constructive evaluations and recommendations of professional and non-professional
staff, The Task Force also believed that open files would allow individuals an
opportunity to respond to evidence submitted to their files.

Therefore the Personnel Task Forcefeeasundad that hi Personnel °Mai
make available to individuals of the professional and non-professional staff their

file during regular business hours. To ease the transition from secrecy to non-

secrecy 'and to reassure those who submitted information in confidence, the Task

Force further recomMiendedt

(a) The creation of an appointment file for each staff member to

include letters of recommendationk transcripts and other
confidential records utilized for the purpose of evaluation

for appointMent. Access to this file would be limited to the

appropriate persons involved irethe selection process. After

appointment this file would be limited to the library adminis-

tration and the personnel librarian.

(b) The creation of a personnel file for each staff member to
contain documents submitted to the file after initial appoint-

ment. Access to the personnel file shall be limited to the

individual staff member, library administration, the Personnel

4
F. S. Dugan, Personnel Administration
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Librarian, promotions and tenure committees and the appropriate super-
visors. Upon the written permission of the staff member, the file may
be released to another party or parties.

(c) That letters of reference, solicited or unsolicited, received after
July 1, 1973 be regarded as non-confidential.

It was the intent of these recommendations that after a period of time, for
example, one year, these files be combined into a single file available to the
individual concerned, library administration, the Personnel Librarian, promotions
and tenure committees and appropriate supervisors.

The Study Team, reviewing these recommendations in the light of subsequent
discussions, makes the following recommendation: that the Libraries/AVC should
move toward a policy of making personnel files available to individuals concerned.

Grievanou

In case of complaints, grievances, or questions regarding their employment, the
clerical and service staff should follow the organizational structure-of the Libraries/
AVC in seeking solutions. However, it is recognized that because of particular
circumstances or because of the nature of the problem itself, staff members may
be unable or unwilling to approach superiors for answers or solutions. Also, super-
visors, department heads, and administrators may not provide answers that are
deemed satisfacotyr. In such instances, the University Complaint and Grievance Procedure
is available, but it is a complicated and cumbersome alternative. Furthermore,

it is felt that the clerical and service staff of the Libraries/AVC lacks access
to and communication with the Library Administration regarding the formation of
library policies and procedures.

Therefore, the Study Team recommends that Comma. ee for Staff Concerns be

established. There is no doubt that there is a need for such a committee to examine
matters of supervision, personnel policies, staff development, and working conditions.
The Study Team recommends that the committee report to the Director and also act in
an advisory capacity in personnel matters. The committee should be broadly based
and it is suggested that a start be made with an elected interim committee with two

functions:
i. Devise a suitable permanent committee(s) based in part upon the findings

of the study.
ii. Handle such urgent assignments as are referred to it.

The report of the Task Force on Personnel made a variety of detailed recommenda-
tions concerning the scope, composition and procedures for a Committee for staff

Concerns. So also did the reports of other Task Forces. Additional input was

received from individeele. One suggestion, with which the Study Team dlsaerees,
is that the committee should be exclusively composed of non-professional staff.
However, cognisance of all these suggestions should be taken in developing the
permanent committee.
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A working conditions committee for the Purdue Libraries Staff was organized

in 1951 to not ae a mediaor between storf members with grievances or suggestions

for improvements of conditAns and the wlminintration. In 1956 the Purdue Univer-

sity Libraries Staff Association became the "official" organization, of the staff.

In 1961 a Constitution was adopted which stated the purpose of 'TULSA as "the

promotion of professional, soial, and e,7onomic wellbeing of its members, the

provision of a medium for theexpression of st4Cf opinion, the encouragement of

understanding and COOperati'n among varir)us units of the Libraries, and contri-

bsItion to the betterment of the Purdue University Libraries."

An attempt was made in 1971 to make PULSA more representative of and respon-

sive to the entire L/AVC staff. The staff voted to dispense with dues, thus
opening membership to all L/AVC personnel, and to replace the rigid structure of

leadership with a Steering Committee made up of the chairperson of four standing

committees (Courtesy, Nominations, Social, and Working Conditions) and two

officers (a Secretary aid a Treasurer).

Today the PULSA Constitution is a dead letter. It neither describes the

organization in its present, form nor as it presently attempts to function.

The ideals embodied in that document are commendable, and the organizational
form may have been valid in 196 1 but PULSA is not an effective organization.

The two primary functions of PULSA have been in the Social and We0cing

Conditions areas. However, the Working Conditions Committee has not beiN regarded

as useful by the staff in departmental libraries who tend to regard their)

problems as internal matters and resolve or cope,with them accordingly. /Also,

the Committee, having no formal recognition within the administration/is inor-

dinately dependent upon the administrators' good will. The profess6nal staff,

having faculty status and being well represented on the Administrative Council,

has no need for the Committee.

The social functions of PULSA have been overambitious and undersupported.

The Committee is handicapped by the lack of a proper facility in the library,

the expense of functions hetd outside the library, and the necessity that its

functions be monetarily self-supporting. The basic problem is that staff

support for after working hours socializing does not exist.

For these reasons the Study Team suggests that MBA be discontiiued and that

the clerical and service staff of the Libraries/AVC support the recommendation for

the establishment of a Committee for Staff Concerns. (Notes Since the Task Force

reported, a ballot of Libraries/AVC indicated general support for the discontinuance

of PULSA.)

ProMotione

A. sawn Staff
Because rapes have tended to be small, promotions are ve important. It

is the Libraries/AVC policy to promote from within. Job openi from Libraries/AVC

Personnel Office are widely circulated and staff already employe are given a

specified amount of time to apply for a position befbre that posi ion is opened

tO outsiders. Often, however, the individual with experience and potential for

development is not moved into the higher level position. Instead, a person

with a college degree ,(a degree which may be entirely unrelated to the Job) is

hired. The Study Team recommends that criteria be developed to enable the com-

parison of a--non- related degree to experience and specialized training. Some

specified combination of practical experience plus specialized training should

be equivalent to a non-related formal degree.,
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Job openings listed by the University Personnel Administration do not receive
Library-wide circulation. Although they are posted in three locations, Personnel
Office, Fiscal Office, and Circulation Workroomi.many employees do not have the
opportunity to seen them before jobs are filled. Therefore, the Study Team recommends
that University vacancies receive the same distribUtion as the Libraries/AVC
-listings.

B. Professional Staff

A formal promotitins policy is used to evaluate' L/AVC professional staff'
for promotion to higher academic rank The policy was written to parallel the
specifications for promotions set forth in October 1, 1971 memorandum. from the
Provost on "PolicytConcerning Promotions". \,

Many professional staff at the instructor level are tied to a desk schedule
and do not haveitieh OppoittihitftCuie-their time-creatively temadta-iiiearch,
to write, or to attend continuing edUcation seminars.

The Stlastr Team recommend that the L/AVC's very capable support staff
be better utilized thereby provi ing the professional staff more time for.the
creative activities required for 1promotion.

Raises

I .A. Suppert Staff

The University Administration annually determines the amount of increase for
each department in the University. The increase is normally on a prddetermined
percent and is allocated based on the dollar value of positions which qualify for
increases in the department's budgbt. In the past, the amount of increase given to
L/AVC was then distributedlopach area based on its salary bai:c: administrative
areas, processing division, ieilders division, and AVC. Raises given-,in 1973/74 were
based on the amounts needed in different areas to raise the bracket.i0ex ecititably,
The actual distribution of salary increase funds was based on the decision ofthe
assistant director concerned, in some cases with the advice of the Supervisor in-
volved. This means that an individual position, unit or division 'nay npt.necesbarily
receive the exact urcent of increase available The amount maybe' more or less
depending on the needs and circumstances of the situation. Some of yie,factors which
affect the increase distributed to a position, unit or division are:

1. Clerical and Service Salary pay bracket increases.

The Wage and Salary Administration for the University reviews and
updates clerical. and service staff pay scales at "last annually.
A few of the provisions which they use to establish the pay-plans are:

a. recognition for job performance
b. recognition, for length of service
c. adequate competitive position in the area labor market
d. similar pay for similar jobs in various departments
e. cost of living
f. availability of funds

2. Vacant positions in the unit.
3. The supervisor's decision regarding merit increases.

3 Purdue University. Department of Personnel Administration. Handbpok for Wage and
Salary Administration for clerical and service employees. March 1973. p. 11-12:



It is Study Team's understanding that funds for merit increases are often
limited since funds suet be used to bring employ es who would be below the new
brackets up to at least the minimum scale paid ilathe bracket. Nevertheless as
was demonstrated in the budgeting for Fiscal Year 1973, the Library Administration
can maks additional money :sellable by reallocating resources from other Libraries/AVC
activities.

Therefore, the Study Team recommends that:

1. Staff members should be told whether a reline is a merit increase, a change
in service credit, en increase in bracket, or a combination.

2. The salaries of clerical and service staff should be raised in order tv
bring the Bracket Index into line with the Business Procedures Manual.°

3. The entire concept of merit raises with respect to both the principle and
the mechanics deserves a thorough review, especially in connection with
the effects of the Bracket Index, the giving of merit raises during the
year and the use of salary savings.

B. Professional Staff
In past years the University has provided Reads for across- the -board

raises for its faculty. Because of the budgetary constraints of fiscal 1973-74,
however, no across-theAeoard raises are to be given. The Libraries/AVC Administrative
Committee will grant raises to individuals who have received increased responsibilities,
have performed in an outstanding manner, or who have a salary which is much below

. that of other Libraeiee/AVC professional staff.

Job Classification

Between May, 1970, and March, 1971, the Jemior Professional positions were
reclassified. Some of these became Operations or Technical Assistants, while others
become Library Assistants. It is recognized that there has been dissatisfaction
about these reclassified positions, but there is little likelihood that the *Junior
Professional positions" will be reinstituted.in its original form. Nevertheless,
the Study Team recommends that a-neee classification of employment, between clerical/
service and professional in terms of salary, benefits and responsibilities should
be established. This new classification would consist of several strata of "para-
professionals" who perform highly skilled, technical and/or semi-professional
functions and should include the OAA and TAA classifications.

Recruitmeet & Hiring -- Professionaie

The Task Force's exemintion of the recruiting process revealed several dis-
crepencies between (a) Memo dated May 17, 1972 "Appointment of Library/AVC Faculty"
and (b) Interview with O.C. Dunn in April on professiOnal hiring and (c) EEOC Guide-
lines as discussed in American Libraries Dec, 1972, "HOC Guidelines for preventing
discriminatory employsiecCfral
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Although lower level job openings are advertised in professional journals as

well as thru library schools and the National Registry for Librarians, tnose for
high level administration have not been and in fact the Memo on Appts. states that the
selection committee will "decide whether and how to. publicize the posi-l_on". Adherence

Ito this as a policy would seem to be in violation of EEOC Guidelines. "Compliance
officers have indicated that the most questionable practice (and one whi6n is most
common in the library field) is word-of-mouth recruiting. ...Listing openings at several
library schools, the National Registry for Librarians, and in professional journals
aha provide refleisat exposure to minority librarians.wi

The Study Team recommends that reeruitment for all positions consist of
(1) advertisements in professional journals, (2) listings at library schools,
(3) the use of the National Registry for Librarians, Roster of the SRRT Task Force
on Women, and the Clearinghouse for Black Librarians. In addition, a file Of-
eligible minority and women librarians should be actively maintained by Personnel
Office.

A4cording to the memo on the "Appointment of Library/AVC ?acuity" it is the respon-
sibility of the faculty selection committee to (1) request and review credentials of
all candidates; (2) select and invite candidktes for visits. In the past, the selection
committee has relied heavily on the Personnel Office to perform these functions.

The hiring interview seems to be a troUblesoma area of the recruitment and hiring
process. Same librarians have commented "the job description does not match the
position I took", "I wasn't told enough about job duties during the interview". Greater
care and accuracy seems to be needed.

Staff Benefits

A. Sick Leave

Under the present, sick leave policy a person must either be unfortunate or
unscrupulous to realize this benefit. There can be no question that those who
suffer illness benefit from the policy. However, some persons blessed with good
health receive no benefit while others take advantage of the policy and their
fellow workers by using sick leave indiscriminately. Or as someone once pet it,
"Sick leave is what I use when I get sick of working."

To give Purdue employees an incentive to use sick leave for legitimate illness-

es and to reward work attendance it would seem appropriate that the University alter

the present policy to some formula which would allow one or more of the following

to be done with unused sick leave time: 1) to convert to vacation time, 2) to
convert to personal leave, 5) to be paid upon termination or retirement.

It is recommended thet a representative of the L/AVC Clerical and Service

Staff be found to approach the Clerical and Service Staff Advisory Committee of
the University to voice support for ouch a revision of the sick leave policy and
to urge continued pressure by the CS:AC on this matter.

The staff should be aware, however, that this matter has been the-subjeet, of

discussions between the CSSAC and University Personnel Administration. A report

on the outcome of these talks is found in the January 15, 1973 issue of SERCLE

(volume 1, number 16).

7 American Libraries. December 1972.
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ewo aspects of the revised maternity leave policies are of special con-
cer First, the employee who does not plan to return to work statue at the
ere 7 a maternity leave is not paid for her unused sick leave credits, Yet
her .0-worker who promises to return does receive payment, whether or not she
does in fact return. The Study Team regards this as thoroughly unsatisfactory,
and recommends that a representative of the Libraries/AVC should approach the
Clerical and Service Staff Advisory Committee to change the maternaity leave
policy so that sick leave credit can be included in the last pay check of a
pregnant woman empleyee who chooses not to return to work.
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Secondly, no provision is made for the new father who may need to take
time off to care for his children while his wife is in the hospital or who
wants to take time off after the child is born to help with the newborn
infant. The Study Team recommends that a representative of the Libraries/AVC
should approach the Clerical and Service Staff Advisory Committee to promote
the use of sick leave credits for paternity. leave.

Dav Care Facilities

There is a great need for improved pre-school and nursery day-care
facilities for the children of Libraries/AVC staff, with minimum charge to
the parents. It is recommended that this should be a university wide pro-
ject and that the Libraries/AVC, because of its large number of women employees
should take the initiative in urging the establishement of a university day-
care center.

1.3tilfr eevelepment

The Study Team recommends in Chapter VIII that greater attention should be
given to staff development, both by encouraging self-improvement and by providing
assistance as appropriate. Pot only does the Libraries/AVC employ over 200 staff,
but these staff account for most of the Libraries/AVC budget and the quality of
our services depends very directly on the skills and effectiveness of our staff.
The Study Team recommends a staff development function should be defined and
reseonsibility assigned, with a specific charge to:

Expand the development of the individual staff member through increased
awareness and utilzation of available program and benefits, and
Preparing and administering new programs in on-the-job training.

Meanwhile, the Study Team recommends that the Libraries/AVC Personnel Ti-
arlan 'work with supervisors to initiate certain staff development programs.

Specifically:
A more flexible work day should be planned for non- contact staff to allow

more employees in those units to take classes. A work day from 7:30 a.m. to
7,41) pe. is suggested.

A guide for staff members who would like to enroll in classes ahould be

;:eveloped, This guide should list in detail the procedure for enrolling in
classes - -who to see, what forms are needed, what discounts are available to
Fitaff members, etc. Staff members should be informed that they are permitted
eo register for regular University classes after being employed for 3 months;

c..)oner, if the course is job related. If the course is job related, time spent

in class need not be made up. This guide should be included in the L/AVC

emeloyee Handbook as well as distributed to all staff members prior to the
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beginning of the first semester of each year.

3. Seminars and workshops should be held for supervisors and potential super-
visors to provide training in management and human relations techniques. Super-
visors should be encouraged to enroll in currently offered University courses on
management and personnel administration.

I. Since Technical Assistants and Operations Assistants are already serving in
a semi-professional capacity, theme ?fel recommends that the L/AVC Adminis-
tration recognize this fact, expand the number of positions in.these classifica-
tions, and provide opportunities for further professional development.

A. Job Exchange

Although job exchange and lateral transfer programs may be considered a part of
the staff development domain, the responsibility for the initiation and implementation
of these programs lies with thepersonnel office, Because these are new concepts,
little information concerning implementation is available for U.S. libraries. 11ov:ever,

similar programs are not uncommon in European libraries.

A job exchange comes about when two people of professional or support staff with
equal job levels and similar pay status trade positions for a period of time. To
succeed, such a program must be imaginatively planned and executed with finesse. The
participating staff members should have worked at least a year in their current
positions, and plan to remain long enoiagh,t.n.dpomplete the exchange by returning to
their former positions. The exchange should take place on a voluntary basis and support
of the supervisors involved is vital.

The aldir Tim feels that such an exchange program would benefit the L /AVC in
several ways. It would encourage interdepartmental communication and cooperation.
feelings between departments or divisions arise which are often due to a misunderstand-
ing or ignorance of each other's policies and procedures. When this happens, staff
members often feel freer to discuss dissatisfaction concerning another department with
a co-worker. The exchange employees would be considered a member of their current
department yet in the light of their previous experience, able to discuss the problem
from the point of view of their former deparitment(s). Through such an exchange staff.
members could ccme to a better understanding of the workings of otfier departments.'

Too often staff members tend to view their department as an isolated unit,
battling the odds, rather than as an integrated part of the L/AVC, battling the odds:
Through the concomitant learning which takes place-during the exchange of ideas in the
office as well as on breaks, staff members could gain more insight into how another
unit functions, and.ultimately develop a better perspective of the L/AVC as a whole.
Through the exchange employees, the staff could become more integrated as co-workers
from their current depalqments meet friends from.their former. departments. When
inter-departmental probleSigarise, staff members usually feel less hesitant to call
upon acquaintances for assistance, and the acquaintances more willing to cooperate.

A job exchange program would give employees variety and relieve the feeling of
boredom that many feel toward their jobs. It would give emplqyees a greater sense
of responsibility with the increased role they will have as "goodwill ambassadors",
learning to work in a new environment with new colleagues and new goals, to the
benefit of the departments.

B. Lateral Transfers

The high number of tedious or routine jobs combined with a high number of over-
educated employees makes for a staff which is often bOred, di'satisfied and yearning
for, change. Upward mobility is limited, partially by the small number of hign level
clerical and administrative positions, and partially by the now impenetrable barrier
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of the professional degree in one direction and the apparent reluctance of administrative
personnel in a number of University departments to promote qualified clerical peoplav
The lateral transfer program Could be used to great advantage for:looth the L/AVC and the
employee by providing, many, of the same benefits as the job exchaneprogram:

1. Poster inter-departmental cooperation and comMunic,ilion

2. Provide insight into how other units function

3. ReinfOrce awareness of the L/AVr us an integrated working Whole by
creating a better perSpective of how each unit contributes to the success
of the total
Relieve boredom fOr the individual employee by ptoviding new duties
and new responsibilities.

The Otady Teas recommends .:,hat the lateral transfer be encouraged as e. fort of

employee mobility. This recommendation includes professional staff, particularly
at beginning levels.

Job Audit and Classification

A. Job Audit

Because job duties as well as incumbents are in a constant state of change,
each supervisor should frequently compare the job descriptions for the gzAtions in
the unit with the actual responsibilities and duties being performed by the
incumbents. When the duties and responsibilities are found to be different from
the description, a written requelt to audit should be made to Wage and Salary
Admiatitration by the Department Head. If the supervisor does not'take the-
initiatitre in requesting an audit, 'the incumbent may ask-the supervisor to
request one. If the supervisor refuses, the incumbent may. go to his depirtment

1. head, Personnel Administration, and ultimately to a grievanct committee if
necessary.

U
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The Study Tama on Personnel recommends that supervisors annually review
each position in their units. These reviews should include comments and suggestions
from the incumbents. If the decision is made to request an audit, the incumbent
should understand that the job may be re- calsslfied to a higher level, a lower
level.or remain at the same qlassification level as a result of the audit. Because
the terms used in describineobs appear to be an important factor in determining
classification, it is further recommended that supervisory personnel be trained
to write effective and accurate job descriptions.

Staff Evaluation

A. Philosophy

The fundamental purpose of personnel evaluation is to improve performance.
The use of such appraisals for raises, promotions and terminations is a secondary
consideration. In general, evaluation should reflect the degree to which goals
developed by the subordinate either alone,as in the case of a branch librarian,
or, jointly with the supervisor, as in the case of library clerk and supervisor,
are met. That is, evaluations should measure results not personality charac-
teristics. Because employees want and need to know wheke they stand, such evalua-
tions should be made on a continuous basis.

Therefore, it is the recommendation of the Study Team that: 1)

Supervisors be trained in setting performance goals for staffs; 2) A wri4en
statement ofrperformance goals then be requested from each supervisor; 3) Super-
visors be(trained to gain facility in providing their staff with evaluative feed-
.baCk tan a\r,ontinuous basis.
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Bt The Form - Non Professional Staff

A formal written performance appraisal should never be a surprise td the
person being evaluated. It should measure achievements rather than personality
characteristics. Desirable qualities for written performance appraisals include:

01
1) A relevant question briefly stated.
2) Raings.to be based on specific verifiable events.
3) Scale useor ratings must he firmly anchored in specific,

easily recognizable behavioral descriptions -- not_ip ambiguous
terms like "average." (Some explanatory notes are attached to
the end of this chapter.)

It vas the. opinion of the'Study Team that the performance evalpation
forms diVeloped y the Personnel Office for clerical service staff meet most of
these requirements. However, -the-use of the terms "excellent", "above average",
etc., should be supplemented in each case by behavioral descriptions.

The form for OAA's and TAA's is very good indeed. And the section "Commenter-
of reviewed individual" should be included in the clerical and service performance
review.

Ideally, the written evaluation form is best based on the job description and
performance goals. Therefore, the Task force recommends that effbrts
should be made to create "personalized" performance evaluation forms for each
position,On the L/AVC staff. This should be the task of the Personnel Librarian
in conjunction with individual supervisors.

. The.Form - Professional Staff'

At pres6nt formal written performance reviews for professional staffomembers
are not being made. And in fact informal evaluations are also neglected.

It J,s the opinion of the Study Team that formal 'written performance

reviews on a regular basis are essential to .the development of professiOnal
librarians. Therefore we recommend that:

1) a performance review form be developed to reflect the qualities
most important to the library faculty;

2) this form be tailored to the specific requirements of the position.

In addition we recommend that professional librarians develop their awn'
goals in the form of a "work load program" which describes what each librarian
expects to accomplish during a given period of time (e.g. a semester) and that
further evaluation of these goals and their accomplishment form integral parts
of the written per °mance review.

D. Oral Interview

It is the rec:mmendation of the Task Force on Personnel Viet oral interviews
accompany written formal interviews for clerical, service and professional staff.

Student Assistants

The L/AVC employs approximately 175 students per year. The student employees are
the cheapest form of labor. As a result they are usually part-time with a high turnover
and little input into the L/AVC system. Some -units such as Circulation, could not
function without 'student assistants. The Task Force recommends that more effort should
be made to keep competent student assistants by rewarding those who do remain. Such
incentives as periodic., raises and ladder levels of student positions would give students
an opportunity to advand'e in financial levels as well as in job responsibility. Super-
visors should be made aware, of their responsibility to request periodic raises. In

addition an efforIt'should be made to utilize students in the Educational Media Program,
since their Intereats are already directed toward libraries and audio-visual work.
a

,)
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Terminati

The termination interview provides the "opportunity to obtain some inklings
\--about employee attitudes toward the company, and feelings or opinions with regard

to specific practices, policies, working conditions, etc." Furthermore, the "check
it pregiggp on policies o,verine employment, placement, training, grievances, and
wages hiTimisto ldentify.3fwr,:, of employos dissatisfaction and reasons for high
turnover."'

The StU4r TOMO recomMends:

ir) That the termination interview as conducted by the Personnel Offiter
continue to be an integral part of the termination procedure.

2) That the data collected at such interviews be evaluated to identify
sources of staff' dissatisfaction with L/AVC policies and procedures.

3) After careful investigation, the Personnel Officer recommend changes
should they be necessary.

Wages and Salaries 1

A. 8 rt Staff
8inc, Sisinning service credit is deterMined by Personnel Administration

befbre it is known which positions the applicants will interview fbri they nay
not receive proper credit. Thereflte, the Task Ebro. on Personnel recommends:

1. That the Personnel Librarian be responsible for insuring proper
service credit for each new employee.

2. That an explanation of service credit be included in the Libraries/
AVC Employee Handbook.

3. That employees be informed that they may questions service credit at
any time.

1,

Wages differ corisideraWy for employees of the same level with similar
service credit. Some of the variance can be explained in terms of length of
time in the position and merit raises. However, in a few cases, the starting
salariesof clerks of the same level with less than six monthd service credit
varied as much as fifteen cents. University policy states that "starting rates
of pay for the same or'simila joss, considering Beginning Service Credit
if applicable, must be the same in'all employing departments. Within an
employing departMcnt'and within any given job level a new person should not
start at a higher rate than current staff memberi who have the same or greater
Service Credit.", This is significant in a period such as 1972/73 in which
raises were often as low as a nickel or a dime. (See Appendi4

8
Tiffin, Joseph and McCormick, Ernest. Industrial pgchology. Prentice-Mall,"

Inc., Englewood Cliffs, New Jerloy, p.

9Business Procodures Manual. 1). SOrt
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It also appears that employees who stay for a long period are not always
rewarded for their tenure with good pay increases. However, it should be noted
that University policy states that "marginal to satisfactory job performance
should reet1+ in a wage near the bottom of the pay brackethAverage performance
near the middle; and oi' tending performance near the top".""'

The Task Force did not have the time to study the support staff salaries
for specific inequities. The Study Team recommends that this be done by
qualified, unbiased persons and that the Libraries/AVC make amends for any
inequalities.

B. Administrative

The salary for an administrative position is contractual. There is no
standardized beginning salary, and no *brackets". Likewise, there are no guide-
lines concerning raises and no salary ceilings. Consequently, a TAA, or an
OAA may start at a salary lower than upper level clerks, and may be paid less
than the people they supervise. Because the administrative assistants are the
equivalent of a library para-professional, the Study Team recommends that
beginning salary be standardized somewhere between that of the highest clerical
level and a beginning professional librarian, and that no salary ceiling be
instituted.

C. Professional

According to the information provided by Business Representative of Libraries/
AVC, Purdue librarians on the average receive salaries that are equivalent to other
Big 10 librarians. Yet sdbstantial differences can be seen to exist when compared
with other 12 month faculty at Purdue.

Purdue UoiversLx Libraries

Avcrau Snlaries by: Rank

1972-1973

Professor

Associate Professor

Asnstant Professor

instructor

Libraries
1

Purdue Difference

$21,793 $26,995

15,190

10,5n.

$5,200

2,55e)

1,j;

56H

1. All Libraries salarieF, on 12 month basis.

2. Yrcm table three (5) AAUP Committee Z on the Economic Status of the
Profession, 1972-1973. Figures represent 11-12 month contracts.

These differences appear to be minimal on the instructor level. However,
it was the opinion of the Task Force that if library instructors were compared
with other academic departments where the Masters degree constitutes a terminal
degree, larger differences would become apparent.

10Handbook for Wage & Salary Administration. Department of Personnel Administration,

p. 21.
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Therefore, the Study Team recommends that professional salaries should
be examined and compared with other University salaries. Improvements should
be made where called for.

D. Discrimination - Service & Clerical

Much dissatisfaction has been expressed concerning the apparent discrim-
ination in the filling of service positions and the resulting wage discrepan-
cies. Of the 30 L/AVC service positions 4 are filled by women employeeds; ,

all of these are at the level four position and at the lowest end of the
bracket. The remainiag 26 positions filled by meii range from service level
5 to 8. (See Table 1)

Level

Libraries

AV

4 5

0

0 0

Women

6 7 8 4 5

0 o o 0 6

Men

6 7 8

3 2 0

0 0 0 0 0 11 3 1

Table 1. Staff in service positions by see. (Data is 1972-73)

The salaries of the present male incumbents employed by L/AVC range
from $2.55 to $4.35 per hour; the lowest is equivalent to that of a Clerk
III with 3 years service credit. The top salary paid a L/AVC clerical
employee is $3.66 (with 15 years service credit; among the service staff,
the highest salary is $4.35 with 14 years service credit.) The highest
wage possible for a member of the clerical staff according to the 1972-75
salary scale is $4.45. The highest wage possible for a member of the
service staff (at level 8) is $4.55.

Although the standards for job classification and wages are a result
of University policy, the administration of L/AVC has a responsibility to
encourage qualified women to apply for the better paying service positions
as well as to use any lever available to urge the University towards a
people-oriented rather than male or female oriented evaluation of jobs.

Discrimination - Professional

This lack of balance is also in evidence among the professional staff.
The overall numbers (24 women and 22 men) and the number of Assistant Pro-
fessors are fairly evenly divided. The distribution %given in Table II.
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1972-73 1973-74 (as of May 1973)

Rank Women Men Women Men

Instructor 13 4 11 3

Asst. Prof. 8 8 8 8

Assoc. Prof. 1 5 3 6

Professor 2 5 2 5

24 22 24 22

Table II. Distribution of professional staff by rank and sex.

Although there are more women than men, it may be noted that the ratio
of women to men is less, than the national average for academic libraries
which Is 2 yomenll mans

The majority of women librarians are in the Instructor and Assistant
Professor ranks, while the distribution of men is more evenly spread. Simi-

larly, averaged salaries for men tend to be higher than those for women of
the same rank.

Rank

Professional Experience Purdue Total Library gara:isam

Women Men Women Men

Instructor 3.5 3.75 4.9 6.3

Asst. Prof. 9.5 9.1 18.5 16.3

Assoc. Prof. 15.0 9.8 30.0 16.1

Professor 16.0 17.0 22.5 18.0

Table III. Mean number of years of professional experience for professional
staff by sex. Data related to 1972-73 and exclude senior
administration.

In terms of administrative posts, all of the senior administrators are
men: Director, Associate Director, and 3 Assistant Directors. In the Tech-
nical Services Division all five unit heads are men. In the Readers Services

Division women equal men in numbers and responsibility. In the Audio-Visual
Center three out of four professional positions are held by men.

These data s st that the Libraries/AVC has made little affirmative
attempt in past yet to recruit women for senior professional positions. In

this, Purdue appears to have been typical of North American academic libraries.
This is a contentious and important topic, The statistical data is difficult

to handle and can be said to be misleading. Nevertheless it is clear that at

1
Schiller, Anita. Characteristics of rofessional ersonnel in college and
research libraries. Springfield, Ill., Illinois State Library. 19 9. p.l.
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the present time there are a number of unbalances:
(a) Minority groups are under-represented throughout;
(b) Senior posts, higher professorial ranks and service classifications

have proportionately more men than women;
(c) Clerical and typing classifications have more women than men.

The Study Team recommends that the Libraries/AVC give high priority
to achieving a more balanced distribution in the future.

The. Study Team also recommends that an examination of the status of
women in the Purdue Libraries should be made. Any inequities should be
remedied. Also the Affirmative Action Plan of the Libraries/AVC should be
rewritten and expanded to include women. The Libraries/AVC should encourage
the University towards a more people oriented rather than male or female
oriented evaluation of jobs.



11CAS2nati°n
Behavioral descriptions :;tatements kf typical 1:ehavior of indiviftua.

These statements may be in the form of a checklist or a ratinF, scale. In each

form the rater is asked to indicate the statements most descriptive of the

person being rated. Descriptive statements may also ()riginate from thef,rater,

Che'klist

Employee is patienu with library users

Handles circulation procedures with confidence

Works steadily, not easily interrupted

Encourages employees to show initiative

Quality of Work

Accurayi

Economy of time

Neatness

Thoroughness

Quantity of Work.

Productive autput

Rating Scale

Exceeds Meats
require- t require-
ments of meats of
job job

Partially Does not
meets re- meet re-
quirements quirements
of job of job

00016
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RECOMMENDATIONS

The Study Team makes the following recommendations with respect to personnel
matters.

Staffing

10. There should be a greater consciousness in recruitment of the desirability of
building up a wide range, of expertise (e.g., SDI, user-surveys, historical
bibliography, interview techniques, citation analysis, specialist literature
of any kind) as well as subject backgrounds. This would increase the collec-
tive competence of the Libraries/AVC staff. Greater familiarity with and
exploitation of such rpecialist knowledge should be developed immediately.

12. Flexible working hours for non-contact staff should be developed.

13. A new classification of employment, between clerical/service and professional
in terms of salary, benefits and responsibilities should be established. This
new classification would consist of several strata of "pars - professionals" who
perform highly skilled, technical and/or semi-professional functions and should
include the OAA and TAA classification!.

Committees

27. Committee for Staff Concerns.
raTTIT7aTietaff concerns committee to examine matters of

supervision, personnel policies, staff, development, and working con-
ditions.

(b) The Study Team would see the committee as reporting to the Director
and also acting in an advisory capacity in personnel matters.

(c) This committee should be broadly based.
(d) It is suggested that we start with an elected interim committee with

two functions:
1. Devise a suitable permanent committee(s) based in part upon the

findings of the study.
2. Handle such urgent assignments as are referred to it.

Performance Goals

38. Lfbraries/AVC staff should be trained in setting perfermance goals. Written
statements of such goals are recommended as well as the evaluation of staff
in achievement of these goals.

Management InformItion

47. The termination interview should continue to be an integral part of the
termination procedure. Data so collected should be evaluated to identify
trouble spots and recommendations for improvement made.
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Communication

62. The Business Procedures Manual and copies of other handbooks and manuals use-
ful to employees should be placed where employees have easy access to them,
in addition to the Personnel Office and the Administrative Offices.

63 . A Libraries/AVC directory should be produced which includes staff members by
name with her/his position, department and phone number.

Attention should be paid to the considerable evidence of inadequate knowledge
of policies relating to salaries, benefits and personnel policies. It is
recommended that a high priority be given to the better communication of these
matters and to the more effective remedying of misconceptions. In particular,
an employee handbook should be developed to include information on:

--Libraries/AVC table of organization;
- -Library administration;.
- -Library units and their functions;
- -Wages and benefits including grievance procedures;
--Procedure for enrolling in classes;
--Explanation of service credit.

Personnel
6

65. Personnel Office should be responsible for ensuring proper'service credit and
employees informed that they may question the service credit awarded them.

66. A closer working relationship between Personnel Administration and the
Libraries/AVC Personnel Office is needed. Regular meetings are suggested as
one method for achieving this relationship to exchange ideas, air problems,
and review latest developments.

68. The Libraries/AVC should move towards a policy of making personnel files
available to the individuals concerned.

70, Space for a staff lounge should be found which is easily accessible to both
readers services and technical services staff.

Salaries

71. The salaries of clerical and service staff should be raised and maintained
in order that the Bracket Index be in line with the Business Procedures Manual.

72. Beginning salaries of administrative staff (CAA and TPA classifications) should
be standardized somewhere between that of the highest clerical and the beginning
professional. A salary ceiling is not recommended.

73. Professional salaries should be examined and compared with other University
salaries. Improvements should be made where called for.



000172

74. Staff salaries should be examined on an individual basis to discover and right
inequities.

TY. The entire concept of merit raises with respect to both the principle and the
mechanics should be given a thorough review, especially in connection with the
effects of the Bracket Index, the giving of merit raises during the year, and
the use of salary savings.

76. Staff members should be told whether a raise is a merit increase, a change
in service credit, an increase in bracket, or a combination.

Recruitment and Vacancies

77. Continuing attention should be paid to discrimination which is a contentious
and important topic. Statistical data is difficult to handle and can be mis-
leading. It is clear that at the present time there are a number of unbalances:
(a) Minority groups are under-represented throughout;
(b) Senior posts, higher professorial ranks &ad service classifications

have proportionately more men than women;
(c) Clerical and typing classifications have more women than men.
The Study Team recommends that the Libraries /AVC give high priority. to
achieving a more balanced distribution in the future.

78. An examination of the status of women in the Purdue Libraries/AVC should be
made. Any inequities should be remedied.

79. The Affirmative Action Plan of the Libraries/AVC should be rewritten and
expanded to include women.

82. The practice of attracting and utilizing students enrolled in the Educational
Media Program should be encouraged.

83. Personnel policies, announcements and job vacancies should be posted in the
Order Unit and in the 1st floor circulation workroom in the General Library
until a staff lounge is found.

84. university Personnel Administration vacancy lists should receive the same
distribution as Libraries/AVC listings.

85. Openings for professional librarians at all levels should be advertised in
professional journals, and rosters available from certain units of the
American Library Association should be utilized.

86. Notices of professional vacancies, at other institutions should be pelted on
a bulletin board in the Order Unit.

Benefits

87. A representative of the Libraries/AVC should approach the Clerical and Service
Scarf Advisory Comettee to voice support for a sick leave policy rhich will
allow healthy staf .embers to benefit from it.
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88. A representative of the Libraries/AVC should approach the Clerical and Service
Staff Advisory Committee to change the maternity leave policy so that sick
leave credit can be included in the last pay check of a pregnant woman employee
who chooses not to return to work.

69. A representative of the Libraries/AVC should approach the Clerical and Service
Staff Advisory Committee to promote the use of sick leave credits for paternity
leave.

90. There is a great need for improved pre-school and nursery day-care facilities
for the children of Libraries/AVC staff, with minimum charge to the parents.
It is recommended that this should be a university wide project and that the
Libraries/AVC, because of its large number of women employees, should take
the initiative in urging the establishment of a university day-care center.

Staff Development

91. Greater attention should be given to staff development, both by encouraging
self-improvement and by providing assistance as appropriate.. Not only does
the Libraries/AVC employ over 200 staff, but these staff account for most
of the Libraries/Wq budget and the quality of our services depends very
directly on the skills and effectiveness of our staff. A staff development
function should be defined and responsibility assigned, with a specific
charge to:
(a) expand the development of the individual staff member through increased

awareness and utilization of available programs and benefits, and

(b) preparing and administering new programs in on-the-job training.

93. Efforts should be made to keep competent student assistants through regular

raises and ladder levels of student positions.

97. Criteria for promotions should be developed to equate experience and specialized

training in library work with the non-related college degree so that all
Libraries/AVC employees can compete for promotions.

99. The Study Team draws attention to the problems of finding the opportunity "to

conduct research, to write, or to attend coetinuing education seminars" when

there is a heavy pressure of professional duties (including administrative
duties). Some aspects of faculty status, namely criteria for prOmotions and

tenure, make this problem more critical. A deliberate effort should be made
to release professional staff, particularly in the lower ranks, from struc-

tured schedules so that research can be pursued.

102. Performance reviews for librarian: should be developed which are tailored tO

the position. The use of a work load schedule is recommended.

103, Performance review forms tailored to specific Libraries/AVC positions

should be created.

`- 104. Job exchange and lateral transfer programs should be initiated.
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Leadership and Supervision

107. Sapinars and workshops on management and human relations tect4ques should be
instituted for supervisors and potential supervisors.

108. The supervisor should review each position annually for the purpose of a
potential job audit. In addition, supervisors should be trained to write
effective job descriptionsa

109. A manual for the use of supervisors should be developed by the Personnel
Office to include policies and procedures on the following:

- -techniques of the interview;
- -wage and salary administration;
- -employee lleKefit programs;
--termination procedures, etc.

The manual should be updated annually.
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CHAPTER XI

MISCELLANDOUS TOPICS

A. Research and Development

B. Faculty Status in the Libraries/AVC

C. Communications



A, RESEARCH AND DEVELOPMEN1

.Introduction

00©176

Dy Research and Development e mean cmscious attempts t) change and improve the
effectiveness of the Libraries ani Audio-V1.3ual Center as opposed to energies channelled
into doing routine activities.

R & D, therefore, means directing ,existing or new resources into improving the
system as opposed to operating it. It can, therefore, cover a very wide range of activi..:
ties from theoretic...1 developments, through automation to cost calculations which may re-
sult in changed procedures. This Management Review and Analysis should be seen as an
R & D activity. In practice taking time and energy to review and improve current acti-
vities should blend into normal management activities, nevertheless we believe that it
is useful to identify R & D as a management function and to consider its proper role in
the Libraries/AVC.

THE NEED FOR R & D IN THE LIBRARIES/AVC

The Mission statement of the Libraries and Audio-Visual Center has a consistent
theme of striving for excellence. In addition .three of the nine Maplamentation state-
ents are explicit.

More specifically:
No. 6 To study the operations and services provided by the Libraries and
Audio-Visual Center to assure effective use of available resources.
No. 8 To provide an environment in which to develop and maintain a capable staff.
No. 9 To anticipate and plan for future developments in informational and ser-
vices which are likely to affect the University community.

A CLASSIFICATION OF LIBRARIES/AVC R & D

Even though problems tend to merge into one another, it is helpful to map out some
areas:
1. PROCEDURAL EFFICIENCY

How can tasks and procedures be performed with a more effective combination of ef-
fort, cost and time? In this category may be civ.tered the various techniques which can
be used to perform a task more easily, more cheaply or more quic....4. These include office
management skills, industrial engineering and a good deal o1 automatic data processing.

2. MANAGEMENT FUNCTIONS
The pre,sent study has set out to review systematically the various management

functions: planning, use of policies, management information, budgeting, organization,
1 leadership and supervision, staff development, personnel, communication.

In each case the study t'eam.has concluded that there is scope for improvement and
a fertile field for further investigation -4 sometimes calling for advanced skills.

I 3. POLICY ANALYSIS AND PLANNING
Whereas procedural efficiency (as defined above) is concerned with the effort,

cost and time of performing particular tasks and procedures, there remaina a class of
questions which are really at a different level: Which services should be provided?
How much of each?-- and.in what combination? Problems at this level are concerned with
goals, allocation of resources and the prediction of likely consequences of various al-
ternative plans.
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R & D cannot be expected to solve problems of this type but can be expected to
contribute usefully towards their solution Theorists of planning have sugossted that

policy-making and planning problems tene to include those types of uncertainty (1).
i. Uncertainties concerning 'rallies. In a situation of conflicting demands, the
manager may need to clarify policies concerning 11A.01± values should be adopted.
ii. Uncertainties concexaing related choices, or example, howmuchAo.the,
decisions of others concerning budgets, Space and new programs mesh with or
contradict proposed Libraries/AVC plans. For this foresight and attention to
liaison and coordination may help.

iii. Uncertainties concerninfs.the environment. This includes knowledge about the
::truct,.re. of the system within which.the manager operates. In particular, how
would users respond to a change in service?
In this case, the collection and analysis of pertinent date may be the only
practical approach.

In brief 13 & D is likely to be useful in helping with the analysis of the problems
and in providing supporting information with respect to the likely consequences of4possi-
ble solutions.

4. BACKGROUND RESEARCH
In addition to the three levels already described, there remains a variety of inves-

tigations which are less directly aimed at solving the problemse-Much of the exploratory
work on user behavior, bibliography, indexing arrangements and methodological studies, for
example, can be classified at this level.

Such studies can be regarded as the reduction of uncertainty -- as "curiosity research".
as opposed to "problem-oriented" research in any strict sense. Sometimes it may be "enabl-
ing research" which enables practical problems to be studied. Exploratory studies may

real unexpected problems or new factors; or they may indicate that anticipated problems
)rre-not, in fact, problems.

RECOURCES

The above review of the Libraries/AVC and the types of'R & D leave no doubt that there
is a need for competent R & D. Certain.resources are available.
1. We Regard'it as an essential part of the work of every member of the Libraries/AVC
staff to seek to improve the efficiency and effectiveness of the may things are. done. The

scope for -- and complexity of -- improvement grow,with the increases in the managerial

and administrative responsibility. When this striving ceases,. then it is probably time

for a reassignment of duties.

2. Library faculty have a professional and professorial responsibility to research
and to investigate which is reinforced at Purdue by the system of academic promotions.
This brings enhanced status aod'salaries but is conditional upon excellence of library
work, excellence in research, sCholarshipp.and/or creative endeavor, and excellence
in continuing education and/or service.* Although involvement in II & D may not be in-
dispensable for academic promotion, there would seem to be i strong motivation.

Further motivation is provided by the enhanced career prospects of librarians who
have a record of creative improvement in the theory or the practice of their work.

. 3. The Libraries/AVC has, for some years, nad two small units specifically employed to
engage in R & D.

_itIn order to recognise that the work of professional librarieslil.s not identical to that

of other faculty, the Libraries and Audio-Visual Center uses a policy concerning promotions

which Is a little different from tut comparable to the University's policy.
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Instructional Media Research Unit (IMRU) has for some ten years conducted a variety

of studies mainly in connection with the effectiveness. of media in instruction, but in-
eluding some work on libriry surveys. 'Currently IMRU is heavily engaged with substantial
utside funding on work on instructional development but is also placing more emphasis on

.

nagement problems'in response to anew charge from Director Dagnese.
Systems Unit The Systems Unit is concerned wip the use of computers. Most of the

xperlise and resources Fire supf..lic4 by the University's Administrative Data Processing
enter CADPC).

The budgeted support for both units is currently less than it used to be, though in
he case of the Systems Unit this is more than compensated by the:ADPC support. .*
." Other schools and departments at Purdue. As a large and internationally famous
niversity, strong in applied studies, Purdue has a remarkable wealth of talent which could
e exploited to the mutueleadvantage of both the Libraries/AVC and the faculty concerned.

The range would seem to complement rather completely the expertise of the faculty of
the Libraries/AVC since it includes not only bibliographers, and media specialists, but
lso piychologists, computer scientists, statisticians and all kinds of specialists in
rganizetion and management.

The main problen woul6 be one , C coonlih:Itton'c.nd inatl'ol in ,7acur',ng that

the motivation and the direction remains focused on the Libraries/AVC's actual needs for

R & D.

RECOMMEnDATIONS'

We recommend that:

1. The need of the Linraries and Audio-Visual Center for Research and Development
should be recognised and supported by the Libraries and-Audio.-Visulal Center administration.

2. All'istaffand especially all professional staff be encouraged to contribute creatively
tc the improvement of'the theory and the practice of their work.
Means of encouragement exist in terms cf

--sabbaticals and study leaves,
--involvement with IMRU of `systems Unit,
--university or external grant:;.

The development'of IMRU should be based on the following considerations:
(a) Its major role should be to help provide a better informed basis for

decision-making by the Library:Administpltion.
(b) It should take abroad view otthe Lilviaries and Audio-Visual Center and the

role of media inthe learning process of instruction and research.

(0' It should be a policy of IMRUto encourage and support library staff; for

example, with experimental design, proposal preparation and guidance on poten-

tial sources; of funding.
(d), ERRU should take a flexible approach to the choice of its projects bearing

in mind the urgency and the importance of problems, the availability of

expertise-and tUnding and the desirability4tf evolving coherent long-term
programs in which individual studies may interact and augment each other.

4. Systems Unit The Systems Unit was created to introduce computer-aisisted systems to

replace or supplement manual record handling systems. A lot of resources have been de-

voted to developing computer-based catalogs of serials holdings. for bbth Purdue and the

State of Indiana, but several other applicatinnd have either b °en made operational or at

least surveyed. Examples are the twc, fiscal reporting 'systems and the current' overview

of circulation.

IS
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.:yst.e7,L Unit is en solii-2c of expert

advice on equiilIont, !Id n roh keypunch equipment.
Althouw,h the missioh Hnit is to ,.-oncentrate on all aspects uf the

intr,Auclon of automatic r' es:3ing iLis Mculd include revieuinr, the scope for
non_womati,: dote procesL;inR other wc,r.;, if the Systems Unit were to conclude

thnt rnanwi 1 cc. he Lur.,3e of action then 1..his vinu,1(2, be

recommended.

it is rer.:ornended tan; .continue along the lines evolved in
the pent yenc (r cc. t invcIvement of those who will have to
(.!pernte I hi. nr-q,, (;:i ;;; trw ryriami role T!c.n:-:entrittinfr

r.; tie develFrp2ril-, of new 51'c;.:, ransf.( o the .1n1-1 roe risitH lity

ii cc' rnut nperation .!,' L
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sLratew,i: choice; an operational

or ;carC aopr the pr,,.;::;12:-.; cf :Jubi rjLarit:trIg

5.



000160

RECOMMENDATIONS

The Study Team makes the following recommendations with respect to Research
and Development.

110 The need of the Librariee/AVC for Research and Development should continue to
be recognized and supported by the Libraries /AVC administration.

10. There should be a greater consciousness in recruitment of the desirability or
building up a wide range of expertise (e.g., SDI, user surveys, historical
bibliography, interview techniques, citation analysis, specialist literature
of any kind) as well as subject backgrounds. This would increase the collec-
tive competence of the Libraries /AVC, staff. greater familiarity with and
exploitation of such specialist knowledge should be developed immediately.

4. A Planning Office should be formally established under the supervision of the
Associate Director bringing together the functions of planning, budgeting,
management information, personnel, systems and research.

56. Information concerning the cost-effectiveness of various alternatives in
staffing, materials, purchasing, services, etc., should be made readily
available. Major study is indicated here.

All staff and especially all professional staff should be encouraged to
contribute creatively to the improvement of the theory and practice of
their work.

112. The development of the Instreetional Media Research Unit should be beeed on
the following considerations*
(a) Its major role should be to help provide a better informed bcsis for

decision making by the Libraries/AVC administration;
(b) It should take a broad view of the Libraries/AVC and the role of media

in the learning process of instruction and research;
(r) It should be a policy of IMRU to encourage and support librar, staff;

for example, with experimental design, proposal preparation and

guidance on potential sources of funding;
(d) IMRU should take a flexible approach to the choice of its projects

bearing in mind the urgency and the importance of problems, the avail-
ability of expertise and funding and the desirability of evolving
coherent long-term programs in which individual' studies may interact,
and augment each other.

115. It is recommended that the. Systems Unit should continue along the lines evolved
in the past year or no, it should emphasize the involvement of those who will
have to operate the new systems, transferring out of the Systems Unit responsi-
bility for the routine operation of systems which are'operational

In addition the Study Team draws attention to the numerous specific areas
which have been identified as needing investigation, especially in the Chapter
on Management. Information. (e.g., Recommendations 36, 44.47, 58, 67, 75, 7R,

91, 92, 99, 100, and 105-107.)



B. FACULTY STATUS IN THE LBRARTES/AYC

Purdue University Libraries and Audio-Visual Center differs from many other libraries
nd audio-visual renters in that professional librarians and professional media specialists

old faculty appointments. AN a consequence of this, the professional staff normallohave
an aeademic rank re: well as the title pertaining to their job description. They are'--

eligible for academic promotion up to full professor through the same procedures as other
Purdue faculty, with criteria for academic promotion based on the criteria used for other
faculty. Library faculty are eligible for sabbatical, for tenure and subject to non-
reaTTAntment for lack of tenure. In addition there is eligibility for faculty activities,
such as voting rights and membership of the University Senate, faculty committees, etc.
The Libraries /AVC faculty has a detailed constitution and meets at least once a semester.

These featurea of the Libraries/AVC faculty have numerous implications for the man-
agement of the Libraries/AVC.

For example:
(i) Faculty status should make for improved recognition for librarians and media

specialists and greater involvement in the academic affairs ofthe University;
(ii) Academic promotion criteria provide additional motivation for professional li-

brarians and media specialists to engage in research, publication and profes-
sional activities than would otherwise be the case. This should enhance but
might conflict with their "regular" duties;

(111) There is a co-existence of the Libraries/AVC system with an Administrative
Council and a Libraries/AVC Faculty with its meetings. Membership overlaps
very considerably; no also the sphere of interest of each body would seem
to be overlapping.

Meanwhile it should be recognized that librarians and media specialists do differ
com most other faculty in that:

(1) Libraries /AVC, faculty have more administrative duties than other faculty;
(ii) The highest qualification held is normally an MLS rather than a Ph.Ta

Therefore, a management review and analysis would seemingly need to include some
consideration of the implications of havinf,, a Libraries/AVC faculty as a distinct, rroup

within the Libraries/AVC system. Appeals for comments on thin topic have brought very
little response and the Task Force on Organization made no comment on it. The Study

Teams attitude can be summarized as follows:

Facu!ty status for librarians and media specialists is an important feature flf the
Libraries/AVC. The implications of It are numerous. The interrelationships betn
asuli.rno 1 du!. faculty status are complex, us in also the way in which :taff per-
ceive their won roles as professionals. It would seem that perceptions of faulty status
and its implications do vary.

ThF! StuUy Team has not attemote to review anti analyze the rhylificatiun:; ' t),L1

%Lp1P Ltd Identify IL, a senstive urea Ueservinr of coh'inuinw conni.*

In conuiderin ttri,. matt-,er i rf ti r i 1-( n rf ('nn-

(!yrri . The recommendation has (L.C.)rP from Task Forec':-; that !..hore C!. co!=itbee
cxclusLtely for and of Clerical and :ervic'e .Ariff. If thi rcur,menULion aloptd then
it ...ould seem desirable to aluo have a ;:;tal'? Concerns Committe profesionni staff. If

PO, it should be a nommitte i, t,10 Libra 17 Fecult,y. Furthermore, sueh (,mmtt ,. might

be a suitable vehicle for exploring, and mair, .1-cno'..n the ImpL, W,Hm of .t,auns.

Dwever, the Study Team bellevee that n hroly brined Committee nn Staff Cancernr should be
established which Nhouil Snr luiz librarians and media. spry( tallul.- with fanulty rtatus and

has so recommende i. However, this chol rlr,t Teter the flbrarl faruly tree. exploring

and making known tar impliratif)cs tatuc.

iLLS,McZtjlik
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RECOMMENDATIONS

The Study Team makes the following recommendations concerning faculty status.

11. The Study Team has not attempted to review and analyze the ramifications of
faculty status but does identify it as a sensitive area deserving of contin-
uning consideration. It recommends a continuous exploring of and making
know, the implications of faculty status.

9.1. The Study Team draws attention to the problems of finding the opportunity "to
conduct research, to write, or to attend continuing education seminars" when
there is a heavy pressure of professional duties (including administrative
:Cities). Some aspects of faculty status, namely criteria for promotions and
tenure, make this problem more critical. A deliverate effort should be made
to release professional staff, particularly in the low:- ranks, from struc-
tured schedules so that research con be pursued.



C. COMMUNICATION:3 fr t'U "`

At an early stage in the Study, the Study Team decided that Communication was a topic
which deserved special attention. However, it was agreed to defer considerations of
Communication until after the Task Force reports had been completed.

The Study team's impression can be briefly summatisOd as follows:
Communication is important;

(ii) Communications both within the Libraries /AVC and also;between the
Libraries AVC and other groups need to be improved;

(iii) However, Communication is rather difficult to discuss in the
abstract and many concrete aspects of Communications are covered
in the Task Force reports. This recurrent t)eme in the Task
Force reports needs to be stressed.

Consequently this note will endeavor only to pick out some key features of
Communications.

EXTERNAL COMMUNICATIONS.

Users

The Mission Statement contains several references to Communication with users.
The first item in the implementation section de: "to assess the informational're
quirements of the university community on a continuing basis by formal and informal
interaction with all other elements of the university community." Other items stress
the need to Aliterpret and publicize."

Our users are composed of undergraduate and graduate students, faculty, research. -
ere, administrative personnel, plus many outside groups such as interlibrary loan
contacts, interinstitutional programs,'Cobicil etc. This is an area where we are
operating at all levels of communication on a daily basis--written, oral, unspoken.
Since this is a complicated topic which is beyond the scope of this brief section,
we suggest that this is a subject for further research. The research could include
readership studies of our library handbooks, GUIDE TO PURDUE UNIVERSITY IIBRARIES
and HANDBOOK OF- LIBRARY INFORMATION FOR MEMBERS OF THE FACULTY AND GRADUATE. STUDENTS,
plus tl...:: publication BOOK LIST. It could include a study Of'whether or not our
clients understand what the serial printout is and how to use it. For example, would
they prefer handbooks, directories, and other reference material currently in the
printout be cataloged as monographs? The policies and rules of the General Library,
AV Center, and deparmental libraries could be studied to see where input from the
students and faculty could improve them.

The problems of Communicating on a campus of this size are clearly severe and
the Study Team is aware of the effort devoted to this. Nevertheless, it is difficult
to see how members of the University can take advantage of our services effectively
unless they are relatively well-informed about the system. This applies in varying

ways to all types of user.

A multiplicity of approaches would seem especially needed here. In addition to

formal channels such as booklist covers; items in Monday Memo and notices, continuing
emphasis on informal contacts through library repreaentAtives And discussions with de-
partment heads and new faculty are needed. This is especially relevant tr .vial

services such as the Catal-)g Information Service, the bock *delivery system and, as

Purduelstaelf-sufficiency evitably declines, the faciA.ities available through b-
up facilities such as the Center for Research Libraries, the Foreign Newspapers
microfilm program etc.

In the stetemen. of Mission developed during an earlier part of this study a
sOetific objective needed for success in the Libraries/AVC mission ws- defined thus:

"to present and interpret to the Hinders the fiscal and other needs of the

Libraries and Audio-Visq,1 Center."
4,
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In view of the complexity of the university's funding and the variety-of influences

atiwork, there
in particular,
potential, tne
service by the

is a need for more than the annual budgeting process. What is needed,
is a constant publicity program designed to increase awareness of the
achievements, the problems and the conditions needed for effective
Libraries AVC.

This calls for a continuing public relations activity. It should be noted, how-
ever, that success or failure in this depends largely upon the attitudes of the
Libraries AVC staff in their day-to-day contact with users and potential users.

Library Profession

The image of Purdue Libraries AVC in the profession at large depends upon the
perceptions of individuals elsewhere of the situation at Purdue and, especially, upon
the views concerning the work and effectiveness of the staff here. A poor image is
damaging in that it deters good potential recruits and is unlikely to help the reputa-
tions of the professional staff at Purdue or their prospects when seeking to move
elsewhere. For these reasons it is important not to disparage achievements at Purdue.

INTERNAL COMMUNICATIONS

/ A persistent theme in the management study eitnerto has been problems of Communi-
cation.

A few examples are:
(a) An advantage of adopting performance goals would be a clearer under-

standing of reles, auaies and relationships;
(b) An aspect of the mission statement is "to provide an environment

in which to develop and maintain a capable staff." A well-informed
staff would seem to be an important ingredient.

(c) The Task Force on Budgeting recommended not only that "the Libraries
/AVC must establish better communications with other University
departments..." but also that "Supervisors should hasie more input
into the budgeting process."

(d) The Task Force on Managemeet Information identified five areas con-
es

a cerning which there was inaaequate information and made several
recommendations for improvement.

(e) The Study Team has elready commented that all supervisors should be
involved in a formal planning process.

(f) The Task Force on Policies reported a consensus "that the communication
of policies both written and unwritten was a problem ... People become
aware of unwi .tten policies in other areas that might affect their own
operations by chance, by running into a problem, by complaints from
patrons, etc,"

4) The Likert Profile administered by the Task Force on-Organization
revealed that the Libraries /AVC staff would like to see greater
awareness of Problems, more (Detaining and using of subbrdinate's ideas
and opinions, and more involvement in decision making and goal-setting.

. The Task Force on Leadersnip and Supervisin found "...clogged,
intermittent ant faulty lines of communication which prevent fast dis-,
persakOf information. In addition there is a general lack'.of any-

., formal! method of checking the effectiveness of the Communications
'channels." sass

(i) $ie Task Force on Staff Development noted "that. many of the morale
_e%problems in the Libraries/AVC seem to stem from inadequate communication,

7.- and that thf is especially true of the Clerical and Service ,staff."

(j),, The report of the Task Foece on PersOnnel revealed extensive'misconcep-
e tions about policies and procedures.

In brief, a major fir. Lag of the study is that there are serious communication
problems. Since communication is difficult to study in the abstract and the Study
Team recommends that greater emphasis be plaeed on communications in dealing with all
aspeets.uf management and sersice,
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The adoption of tal:ee o prim:14,1es nI 0mmunicatioh is recommended:
i. 0 channel:, ,f ,-)mmunicatl n need to match the organizational structure.

If the latter -hanges throui7,h expansion or a move to a more participative
r;tyle, then adjustments may need to be made to the means of internal
communications.

it "Knowledge i 1 two kinds. We know e subject ourselves, or we know
where we can find information upon it" (Dr. Johnson). In other words
4e may not need to communicate everything to everyone, but we do need
to ensure that staff can promptly find out what they need to know.
communication, like other management activities, consumes resources,

notably staff time. It :Mould be a. challenge, therefore, to devise
ost-effective means of communication and this implies reviewing the

effectiveness RS well as he cost of communication.
variety oi channels of communication is likely to give more reliable

less 1i tr.. tad infcrma'ion then dependence on one channel.
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RECOMMENDATTONS

The Study Team draws attention to communication problems as a recurrent
theme throughout this study. The following specific recommendations are
made.

58. A major finding of the study iu that there are serious communication problems.
The Study Team recommends that greater emphasis be placed on communications in
dealing with all aspects of management and service. Greater attention should
be paid to the need for multiple channels of communication and to the need to
check occasionally on the effectiveness of these channels, especially with
regard to unconventional services.

59. All staff should recognize their role in representing and interpreting the
Libraries/AVC and should act accordingly.

60. Existing formal mechanisms for public .elations should be improved and
expanded.

61, A program to increase fee knowledge of all functions and d#Partments of the
Libraries/AVC among all staff should be designed and implemented.

62. The Business Procedures Manual and copies of other handbooks and manuals
useful to employees should be placed where employees have easy access to
them, in addition to the Personnel Office and the Administrative Offices.

63. A Libraries/AVC directory should be produced which includes staff members by
name with his/her position, department and phone number.

17. In order to ensure coordination of academic programs with see e,

communication between the Libraries/AVC and all academic departments
should be improved.

18. A liaison between the Libraries/AVC and the various research centers of the
University, such as LARS, TPRC, Thermal Science and Propulsion Center, etc.,
would benefit the information needs of many potential users.

8. The staff at all levels should be involved in committee work.

25. Committee work should receive more publicity in order to acquaint staff with
activities, recommendations and decisions.

More generally, the communications aspect should be borne in mind in consi-
dering the whole report. It is reflected in the general recommendation (1) seek-
ing a more formal, better informed and more participative style of management.
It is also reflected in the development of the Mission statement and the advocating
of the use of performance goals. Numerous specific recommendations made in other
chapters are relevant, especially Chapters V_: Management VII: Organ-

ization, and X: Personnel.



000187

CHAPTEH XII

SUMMARY AND RECOMMENDATIONS

This Management Review and Ansalis study has involved much work-and much
time for many people. This effort has been willingly given because this study
has been viewed as a major step towards making Purdue University Libraries and
Audio-Visual Center the outstandingly effective organization that we want it to
be. The process of conducting this review and analysis has in itself, had some
beneficial impact on the Libraries/AVC. It is now necessary to transform these
recommendations into a program of action if we are to reap the full benefits of
this study. This initiative now rests with the Director of the Libraries/AVC
by whom this report was commissioned. We believe that the members of the Task
Force) and indeed the Librrries/AVC staff as a whole share the Study Team's
desire to move forward wit the following recommendations.
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TASK FORCE MEMBERSHIP

The names of the full membership of the Task Forces are as follows:

Task Force Name

Budgeting

Management Information

Planning

Policy

Organization

Staff Development

Personnel

Leadership and

Supervision

R. Farris
Go Baumgart
R. Funkhouser
C. Long

Location

Catalog unit
Aero Library
Math Library
Fiscal Office

J. Houkes Krannert Library
W. Corya Systems Unit
D. Moses AVC
M. Skinner Library Offices
D. Tolliver

C. Stafford AVC
OG Dunn Library Offices
H. Schroyer. Archites
R. Simon Aero Library
To Zidar Periodicals Checking

M. Bailey Physics Library
A. Dorsett Krannert Library
D. Ferris Order Unit
C. Snow ATC

J. Hekes Krannert Library
A. Chung AVC
K. Markee Personnel Office
R. Road Catalog Unit
J, Westerberg Circulation I

E. Posey CE Library
M. Dunn Math Library
C. Cetti Mail Room
D. Fry AVC
M. Hayes Reference I

J. Baeske Circulation I
M. Gibbs HE Library
H. Graf Order Unit
R. Long "Reserve Book Roam
m, Ru!y Chem -Met Library

C. Stafford AVC

H. Kuntz Order Unit

J. Pinzelik Chemistry Library

M. Zurawski Catalog Unit
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LEADERSHIP NDLSUPERVISION cont."

109. --employee benefit programs;
--termination procedures, etc.

The manual should be updated annually.

RESEARCH AND DEVELOPMENT

110, The need of the Libraries/AVC for Research and Development should continue
to be recognized and supported by the Libraries/AVC administration.

111. All staff and especially all professional staff should be encouraged to
contribute creatively to the improvement of the theory and practice of
their work.

112. The development of the Instructional Media Research Unit should be based on
the following considerations:
(a) Its major role should be to help provide a better informed basis for

decision making by the Libraries/AVC administration.
(b) It should take a broad view of the Libraries/AVC and the role of media

in the learning process of instruction and research.
(c) It should be a policy of IMRU to encourage and support library staff;

for example, with experimental design, proposal preparation and guidance
on potential sources of funding.

(d) IMRU should take a flexible approach to the choice of its projects
bearing in mind the urgency and the importance of problems, the avail-
ability of expertise and funding and the desirability of evolving co-
herent long-term programs in which individual studies may interact and
augment each. other.

113. It is recommended that the Systems Unit should continue along the lines evolved
in the past year or so. It should emphasize the involvement of those who will
have to operate the new systems and it should concentrate on the dynamic role
of concentrating on the development of new systems, transferring out of the
Systems Unit responsibili y or tie routine operation of systems which are

operational.

20191I

u14. The Study Team draws attention to the fact that most of the recommendations
above are concerned with the manner in which the Librarieb/AVC is managed
and requests that, in cases where immediate implementation does not seem
feasible, the factors which lead to the recommendation will be borne in
mind in the development of the Libraries/AVC.
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STAFF IIHRELTILLEELL:1

9'i The Study Team draws attentic to the problems of finding the Opportunity "tc
conduct research, to write, or to attend continuing education seminars" when
there is a heavy pressure of professional duties (including administrative

duties). Some aspects of faculty status, namely criteria for promotions and
tenure, make this problem more critical. A deliberate effort should be made
to release professional staff, particularly in the lower ranks, from structured
schedules so that research can be pursued.

100. Sabbatical leaves for the purpose of study and research should be encouraged
and promoted siseng interested professional staff.

101. There should be a development review made annually of all individual perform-
ances including managerial abilities.

102. Performance reviews for librarians should be developed which are tailored to
the position. The use of a work load schedule is recommended.

103. Performance review forms tailored to specific Libraries/AVC positions should
be created.

104. Job exchange and lateral transfer programs shoelA be initiated.

LEADERSHIP AND SUPERVISION

105. The Study Team identifies the quality of supervision as a matter of major
importance. We recommend that the design and implementation of suitable
programs for the various groups of staff be given a high priority and fur-
ther that these progrems be tailored to specific Libraries/AVC needs. After
the initial pilot stages are completed, successful completion of the appro-
priate course should be expected of all staff, both professional and clerical,e__ _

who have any supervisory duties whatsoever.

106. The Libraries/AVC should institute a more formal program of orientation, in-

formation and job-related education. There are two facets of this recommenda-

tion:
(a) the establishment of an Office of Orientation and Education; and
(b) the establishment of a continuing program of education and training

in supervisory skills tailored to the needs of the Libraries/AVC.

107. Seminar's and workshops on management and human relations techniques should be
instituted for supervisors and potential supervisors.

108. The supervisor should review each position annually for the purpose of a po-
tential job audit. In addition, supervisors should be trained to write
effective job descriptions.

109. A manual for the use of supervisors should be developed by the Personnel
Office to include policies and procedures on the following:

--techniques of the interview;
--wage and salary administration;
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contINNE

90. There'is a great need for improvea pre-school and nursery day-care facilities
for the children of Libraries/AVC staff, with minimum charge to the parents.
It is recommended that this should be a university Wide project'and that the
Libraries/AVC, because of its large number of women employees,should take
the initiative in urging the establishment of a university day-care center.

STAFF DEVELOPMENT

91. Greater attention should be given to staffei.evelopment, both by encouraging
self-improvement and by providing assistance as appropriate. Riot only does
the Libraries/AVC employ over 200 staff, but these staff-account for most
of the Libraries/AVC budget and the quality of our services depends very
directly on the skills and effectiveness of our staff. A staff development
function should be defined and responsibility assigned, with a specific
coarge to:
(a) expand the development of the individual staff member through increased

awareness and utilization of available programs and benefits, and
(b) preparing and administering new programs in on-the-job training.

92. Training programs in the area of human relations should be started to improve
our skills, particularly those staff whose duties bring them into direct con-
tact with the clientele of the Libraries/AVC.

S. Efforts should be made to keep competent student assistants through regular
raises and ladder levels of student positions.

94. The possibility of scholarships and of release time with pay for clerical
and service staff to gain additional formal qualifications in mob- related
areas should be explored.

95. A work-study program in libraey science for clerical and eervice staff should
be instituted.

96. A general deficiency in the machinery for upward mobility was noted. The

Study Team recommends that the possibility of hiring most new personnel at
a low level (Clerk 2, for instance), with the higher level positions to be
filled by promotion from the ranks, be considered.

1'7. Criteria for promotions should be developed to equate experience and specialized
training in library work with the non-related college degree so that all
Libraries/AVC employees can compete foi' promotions.

98. The opportunities for taking courses, which we regard as a part of the benefit
package attendant to employment at Purdue, should beextended to all staff on
an equal basis and, further, even be encouraged by the introduction of more
flexibility in job assignments, establishment of a clerical pool to cover
desks during incumbent's absence for this purpose, etc.
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PERSONNET.

77. (c) Clerical and typing classifications have proportionately more women
than men.

The Study Team recommends that the Libraries/AVC give high priority to
achieving a more balanced distribution in the future.

78. An examination of the status of women in the Purdue Libraries should be
made. Any inequities should be remedied.

79. The Affirmative Action Plan of the Libraries/AVC should be rewritten and
expanded to include women.

80, The Libraries/AVC should encourage the !eniversity towards a people-oriented
rather than male or female oriented evaluation of jobs.

81, It was also felt that there is a discrepancy between the wages paid between
"male" type jobs (shelvers, etc.) and "female" type jobs. To the extent
that this exists, the situation should be remedied.

82. The practice of attracting and utilizing students enrolled in the Educational
Media Program should be encouraged.

83. Personnel policies, announcements and job vacancies should be posed in the
Order Unit and in the 1st floor circulation workroom in the General Library
until a staff lounge is found.

84. University Personnel Administration vacancy lists should receive the same
distribution as Libraries/AVC.listings.

85. Openings for professional librarians at all leVel.s should be advertised in
professional journals, and rosters available from certain units of the Amer-
ican Library Association should be utilized.

Notices of professional vacancies at other institutions should be posted
a bulletin board in the Order Unit.

Benefits
87. A representative of the Libraries/AVC should approach the Clerical and Service

Staff Advisory Committee to Witco support for sick leave policy which will
allow healthy staff members to benefit from it.

88. A representative of the Libraries/AVC should approach the Clerical and Service
Staff Advisory Committee to change the maternity leave policy so that sick
leave credit can be included in the last pay check of a pregnant woman
employee who chooses not to return to work.

89. A representative of Lhe Libraries/AW should approach the nerical and Service
Staff Advisory Committee to promote the use of sick leave credits for paternity
leave.
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61. Personnel Office should be responsible for ensuring proper service credit and
employees informed that they may question the service credit awarded them.

66. A closer working relationship between Personnel Administration and Libraries/AVC
Personnel Office is needed. Regular meetings are suggested as one method for
achieving this relationship to exchange ideas, air problems and review latest
developments.

67. More information should be collected and made available concerning staff
morale, attitudes, productivity, strengths, weakneaaes, relationships, and
turnover,

-68. The Libraries/AVC should move towards a policy of making personnel files
available to individuals concerned.

69. A more effective system for grievances or complaints should be established.

70. Space for a staff lounge should be found which is easily accessible to both
readers "services and technical services staff.

Salaries

71. The salaries of clerical and service staff should be raised and maintained
in order that the Bracket Index be in line with the Business Procedures Manual.

72. Beginning salaries of administrative staff (OAA and TAA classifications)
should be standardized somewhere between that of the highest clerical and
the beginning professional. A salary ceiling is not recommended.

73. Professional salaries should be examined and compared with other University
salaries. Improvements should be made where called for.

74. Staff salaries should be examined on an individual basis to discover and
right inequities.

75, The entire concept of merit raises ,eith respect to both the principle and the
mechanics deserVes a thorough revie., especially in connection with the effects
of the Bracket Index, the giving of merit raises during the year, and the use
of salary savings.

76. Staff members should be told whether a raise is a merit increase, a change in
service credit, an increase in bracket, or a combination.

Recruitment and Vacancies
77. nEr=rtConzig-aTiven to discrimination which is a contentious and

important topic. Statistical data is difficult to handle and can be mislead-

ing. It is clear that at the present time there are a number of unbalances:
(a) Minority groups are under- represented throughout;

(b) Senior posts, higher professorial ranks and service classifications have
proportionately more men than women;
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POLICY DOCUMENTATION An SEVIEWJcont.1

56. There shoUld be input from students and faculty as well as all levels of staff.

57. Supervisors should make every attempt to keep rules uniform. When this is
impossible or impractical, exceptions should be made in such a manner that
it does not make the supervisee 'lose face'.

COMMUNICATION

58. A major finding of the study is that there are serious communication problems.
The Study Team recommends that greater emphasis be placed on communications in
dealing with all aspects of management and service. Greater attention should
be paid to the need for multiple channels of communication and to the need to
check occasionally on the effectiveness of these channels, especially with regard
to unconventional services.

59. All staff should recognize their role in representing and interpreting the
Libraries/AVC and should act accordingly.

CO. Existing formal mechanisms for public relations should be improved and

expanded.

61. A program to increase the knowledge of all functions and departments of the
Libraries/AVC among all staff should be designed and implemented.

62. The Business procedures Manual and copies of other handbooks and manuals use-
ful to employees should be placed where employees have easy access to them,
in addition to the Personnel Office and the Administrative Offices.

(3. A Libraries/AVC directory should be produced which includes staff members by
name with her/his position, department and phone number.

PeESONNEL

64, During the study there has been considerable evidence of inadequate knowledge
of Policies relating to salaries, benefits and personnel policies. It is

recommended that a high priority be given to the better communication of these
matters and to the more effective remedying of misconceptions. In particular,

an employee handbook should be developed to include information on;
--Libraries/AVC table of organization;

- -Library administration;
- -Library units and their functions;
--Wages and benefits including grievance procedures;
--Procedure for enrolling in classes;
--Explanation of service credit.
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MANAGEMENT INFORMATION

44. Basic general areas of needed Information should be specifically identified and
both the need for the informateon and how it can be supplied and used in deci-
sion making should be studied.

45. Standards and "indexes" should be developed for decision making information.

46. Appropriate information in the following areas is not adequate. Nededcinforma-
tion should be identified and collection implemented.
a. Statistics and information about users and potential users - -who they are,

their habits, what they use, levels of satisfaction, etc.
b. Statistics about the use of collections as a basis for allocation of re-
s sources, discarding, replacement, storage, etc.
c. Work load and work flow measurements, output statistics, and performance

standards.
d. Required resources for accomplishing certain library tasks and services.
e, Equipment allocation, depreciation, and replacement decisions.

47, The termination interview shoeild continue to be an integral part of the termina-
tion procedure. Data so collected should be evaluated to identify trouble spots
and recommendations for improvement made.

48. Information should be readily available concerning the status of any ordar from
selection until the materials are available for use.

49. Lag times in reporting accounting and financial infomation should be shortened.

50. The accounting procedures for the purchase of subscriptions and continuations
should be studied and revised so that clearer and more detailed reports
become available.

POLICY DOCUMENTATION AND REVIEW
517The Study Team, recommends that

a. Policies should be written and include a state of purpose

b. Policies should be reviewed regularly
c. Policy making should involve all levels of the Libraries/AVC staff and

due consideration of the users
d. Policies should be coordinated in some manner as to encourage consistency.

For example: Circulation policies should be examined with a view to
making them more consistent and adaptable to patterns of demand.

52. There should be a policy manual or file. A person should be in charge of this
file, to assist people in finding items.

53. There should be a program for preparing, discussing, recording, distributing,
publdcizing, and reviewing policies. The policies should be reviewed on an
annual basis to ensure that they reflect the range and type of services the
Libraries/AVC should be providing.

54. The procedures and formats described in the ARL Occasional Paper No. 2 'Library

Policies' could be adopted as a guide.

55. Whereas the responsibility for policy making lies with the Director, who in any

case has the right to delegate, refer, and seek advice, the Study Team recommends

the creation of a policy review committee with two roles:
a. The body to which policies normally could be referred for comment;
b. A general responsibility to review and offer advice on policy.
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LETn121_,(511tL1

35. Long range budgeting for priority items desired by the library should be
instituted in conjunction with long range planning.

36. Information concerning the cost-effectiveness of various alternatives in
staffing, materials, purchasing, services, etc., should be made readily
available. Major study is indicated here.

PERFORMANCE GOALS

137. The study team believes that moving toward the broad use,of performance goals
will make a significant contribution to more effective Libraries/AVC operations.
The study team is conscious that there may be significant problems in the
implementation of performance goals in the Libraries/AVC environment. Never-
thelpss, the study team recommends that the use of performance goals be tried
in one or more parts of the Libraries/AVC system on an experimental basis.

Libraries/AVC staff should be trained in setting performance goals. Written
statements of such goals are recommended as well as the evaluation of staff
in the achievement of these goals.

BUDGETING

39. The present allocation of funds for library materials for the various subject
areas should be studied in order to determine if there could be a more equit-
able distribution.

4(r Supervisors should have more input into the budgeting process. A question-
naire should be designed and sent oat at an appropriate time each year on which
they could list requests for additional personnel, equipment and materials
along with their reasons for these additional needs. If these requests are
given serious consideration, the supervisor should be called in, to further

justify these needs. If the reqUests are not given serious consideration,
the supervisor should be so informed.

41. The Libraries/AVC should gradually assume the full cost of providing furni-
ture, equipment and wages for the departmental libraries and discontinue
relying on additional funds from the University departments for these pur-

poses.

42, The total book budget figures should reflect the additional book funds
received from outside sources.

43. The school, departmental and floor librarians should use more initiative and
control is developing collections relevant to Purdue's needs.
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ORGANIZATIONAL CEHANSicat2_

24. Reference service in the General Library should be tailored to the needs
of the users and organized to provide graduated levels of service from an
"information desk" up.

Committees
8, Tiler:677th levels be involved in committee work. (See number 8)

25. Committee work should receive more publicity in order to acquaint staff with
activities, recommendations and decisions.

26. Change the Administrative Council's name to Administrative Advisory Council
and allow Council members to send a substitute.

27. Committee for Staff Concerns,
TiThereaTieed.forastaff concerns committee to examine matters of

supervision, personnel policies, staff development, and working con-
ditions.

(b) The Study Team would see the committee as reporting to the Director
and also acting in an advisory capacity in personnel matters.

(c) This committee should be broadly based.
(d) It is suggested that we start with an elected interim committee with

two functions:
1. Devise a suitable permanent committee(s) based in part upon the

findings of the study.
2. Handle such urgent assignments as are referred to it.

28. Problem-oriented and discussion-type meetings involving all levels of staff
should be instituted to deal with the variety of communications and under-
standing problems turned up by this study.

PLANNIIiit

29. The Libraries/AVC planning process should be formalized.

3). The process should have the involvement of the entire staff especially with
respect to their own units.

31.. The process should interrelate with the rest of the University.

32. The process should contain a qualitative control review.

3. The responsibility for the coordination and initiation of planning should be

assigned to one person.

N. A central planning office should be created to handle all aspects of manage-
ment information and to organize an efficient system for analysis.
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ORGANIZATIONAL CHAT ES

12. Flexible working hours for non-contact staff should be developed.

13. A new classification of employment, between clerical/service and professional'
in terms of salary, benefits and responsibilities should be established. This
new classification would consist of several strata of "para-professionals" who
perform highly skilled, technical and/or semi-professional functions and should
include the OAA,and,TAA classification.

14. Statements were made relating to the desirability of backup personnel, both for
covering desks when regular incumbents are absent due to illness or vacations,
and eoverinepositions when an incumbent is pursuing educational benefits. It
would seem highly dedirable either to establish a "labor pool", or to increase
the flexibility of assignments to the point where these needs can be served.
Flexible assignments would also have the desirable effect of improving inter-
departmental communication.

13. Several groups noted that they are frequently asked to do work which they regard
as work more suitably performed by groups outside of the Libraries7AVC (particu.
laxly, Physical Plant for moving furniture and. other physical labor including
janitorial tasks). The administrative procedures necessary to obtain help' from
Physical Plant should be refined to make this more practical, and all'super-
visors should be apprised of this.

16. Provision should' be made in staffing the Libraries, for minor repairs to be
handled internally.

Liaison
17. /77Tiar to ensure coordination of academic programs with library needs, commu-

nication between the Libraries/AVC and all academic departments should be plproved.

18. Liaison between the Libraries/AVC and the various research centers of the Univer-
sity, such as LARS, Ten, Thermal Science and PropUlsion Center, etc., would
benefit the information needs of many potential users.

Services
19. Greater emphasis should be given to the librarian's role in accessing eeeeeees-

tion--almost to the personal, one to one level.

20. Consolidation of small collections should be investigated.

21. Expansion of the current book delivery system should be investigated.

22. The "Catalog Information Service" should be expanded and made more visibile to

potential users.

. The planned consolidation of the circulation and reference desks, of the General
Library should be implemented and that a General Information Desk should be

located near the Main entrance of the General Lfbrary.
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In addition, the Study Team considered the possibility of the Libraries/AVC
becoming more involved in the whole spectrum of producing and using recorded in-
formation. There was not agreement on this point, but a minority opinion is that
the Libraries/AVC should be more involved in identifying inadequacies in the
6ournes of information and be more active in producing, testing and reviewing
recorded information. A fuller discussion is in Chapter II. Mission and Goals.

ORGANIZATIONAL CHANCES

Structure
3. The Libraries/AVC should structure its organization along more functional

lines. A study should be made to determine priorities and locationt where
regrouping of related and/or similar functions can be achieve, including
the Audio-Visual Center.

4. A Planning Office should be formally established under the supervision of
the Associate Director bringing together the functions of planning, budget-
ing, management information, personnel, systems and research.

5. Attention should be paid to the spans of control.

6. A thorough review should be made` of the Readers Division organization with a
view to further consolidation leading to eight school librarians report-
ing to the Assistant Director, who in addition would be given adequate aciini5-
trative assistance.

7. We encourage the forthcoming review of the organization of the catalog unit.

8. The staff at all levels should be involved in committee work.

Style
9. The Libraries/AVC should begin an immediate movement toward a management

style based on the applicable findings from behavioral research.

Staffing
10. Tbitiiihould be a greater consciousness in recruitment of th-s desirability of

buidling up a wide .ran of expertise (e.g.1 SDI user sums* historical,
bibliography, interriiiitechniques, citation analysis, speci--.st literature
of any kind) as well as subject backgrounds. This would increase the collec-

tion competence of the Libraries/AVC staff. Greater familiarity with and
exploitation of such specialist knowledge should be developed immediately.

11. The Study Team has not attempted to review and analyze the ramifications of
faculty status but does identify it as a sensitive area deserving of contin-
uing consideration. It recommends a continuous exploring of and making known,
the implications of faculty status.



MISSION

The mission of Purdue University Libraries and (audio-Visual Center fe)

meet the informational requirements of the tstal University ccnmunity.

IMPLENEigATICN

To assess the informational requirements of the University ccmmunit:r
on a continuing basis by formal and informal interaction with all
other elements of the Un'iversity community.

P. To select from available information that portion most applicable to
the requirements of the University community

3. To acquire, organize and arrange these informational resources in a
manner and in a physical setting most conducive to their use.

4. To interpret and publicize these resources through informational and
educative services in order to increase the benefits of the Libraries
and Audio-Visual Center to all members of the University community.

5. To make available, interpret and publicize an additional .range of
informational resources and services by active collaboration with
other institutions through interlibrary loan, information networks,
and other cooperative arrangemerts.

6. To study the operations and services provided by the Libraries and
Audio-Visual Center to assure effective use of available resources.

7. To present and interpret to the funders the fiscal and other needs
of the Libraries and Audio-Visual Center.

9.

To provide an cnvironment in which to develop and mantajn A. capable

staff.

To anticipate and plan for future developments in informational needs
and services which are likely to affect the University community.
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LIST OF RECOMMENDATIONS

The Study Team makes the following recommendations;

GENERAL RECOMMENDATION

1. At the end of this Management Review and Analysis, numerous specific recom-
mendations are presented. However, the Study Team would like to summarize
its conclusions in the form of a general recommendation. The Study Team
recommends that the management style of the Libraries/AVC should

-become more formal in that plans, policies, responsibilities and
performance goals are developed, docnmented and reviewed on a regular
basis;
-become better informed in that greater emphasis is placed on com-
munication and management information, especially data on the needs
and behavior of users and potential users;

-become more participative in sharing, where possible, involvement
in planning and decision-making.

MISSION AND OBJECTIVES

2. The Study Team recommends the
Mission and Implementation as
This statement Should be used
programs of the Libraries/AVC

adoption of the following statement of
a basis for the development of the Libraries/AVC.
as a basis in reviewing the actual and proposed
and should itself be subject to review.


